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ADMINISTRATION % OF THB JOB CORPS PRO- 
GRAM BY THE EMPLOYMENT AND TRAINING 
ADMINISTRATION OF THE DEPARTMENT OF 
LABOR 



! WEDNESDAY, SEPTEMBER 2(5, 1HXJ 

House of Representatives, 
Manpower and Housing Subcommittee 
of the Committee on Government Operations, 

Washington, DC 

. The subcommittee met, pursuant to notice, at 9:40 a.m., in room 
2247, Ray burn House Office Building, Hon. Barney Frank (chair- 
man of the subcommittee) presiding. 

Present: Representatives Barney Frank, John M. Spratt, Jr., and 
John R. McKernan, Jr. » " 

Also present: Stuart Weisberg, staff directory Bill Zavarello, stafT 
investigator; June Saxton, clerk; and Nan Elwbod, minority profes- 
sional staff. Committee on Government Operations. 

OPENING STATEMENT OF CHAIRMAN FRANK 

- Mr. FRANi^TThe Subcommittee on Manpower and Housing of the 
Committee oft Government Operations will comedo order. 

I apologize for being late. The immigration conference is drag- 
ging on and ou4 and that has impinged a little bit on my schedule. 
That should nofv he your % .problem, so I apologize for this delay. I 
was hit with one mst importune on the way in here, which took me 
a couple of extra minutes. 

This is a hearing which was called at the suggestion fef our col- 
league, Mr. Spratt of South Carolina about the Job Corps. 

I just want to say a couple of things at the outset. First, this i: 
essentially the kind of a hearing that I will confess I think I have 
been guilty as Chair of not having enough of. It is fundamentally a 
hearing about a success. There is a natural tendency on oversight 
J committees to function primarily with regard to areas .where there 
7 are shortfalls. One of our jobs is to see where things are not going 
I wall and try and make corrections. 

V. i nadvertently, I think, we may, collectively, in that regard, con- 
tribute unduly to the notion that government always makes mis- 
J takes and doesn't have successes because the inevitable tendency is 
to take the successes for granted and to focus on the problems with 
the nope either of correcting them or, in candor, from time to time 
embarrassing those who are guilty of them. And, those motives do 
blend, as we know. 
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In this situation, while the subcommittee does have some ques- 
tions about the progran and there are some^ireas where we think 
there can be some imp jvements and where we have some concerns, 
we are fundamentally talking about what seems to me a success 
story. A government funded program with government administra- 
tion and private sector cooperation working with a very difficult 
problem trying totnake employment opportunities real for a seg- 
ment of the population that would otherwise have problems reaching 
them 

I just want to make explicit that that is part of what we are 
doing here today. We afe, I tttink, going to be suggesting some 
areas where we think there can be some improvements and where 
we have some concerns, but it is within the context of a program 
that we think has been very successful, that has confounded skep- 
tics, and that many of us have a commitment to seeing go forward. 
And. 1 believe that the success of this program shows that some of 
those who denigrate the ability of this society to respond collective- 
ly through government to important social and economic problems 
overstate by a. considerable amount the negativism of that case. 

Mr. MtKernam the gentleman from Maine? 

Mr. M< Kkhnan. Thank you, Mr. Chairman. 

I just want to join Vr^h you in saying that I am pleased that we 
fin* having these oversight hearings because I, for one, do believe 
the Job Co|p* hAs been a success It has been, really, the best 
chance for many of our disadvantaged youths. 

Coming from the State of Maine, I know tfce success that we 
have had over the last 15 years that J can remember— actually 
maybe it is closer \o the full 20 years that the Job Corps has been 
in existence. But it is a program that all of us support. We have 
seen some changes in the Job Corps Program over the last few 
years, and I think what this hearing is all about is really to con- 
gratulate the Job Corps> on 20 good yaurs of service and say how 
can we improv^ it in tfle future. As the chairman said, after all, 
that is one of tfte functions of an oversight committee— to try to 
find ways to improve on all programs. Some need more#mprove- 
ment than others, but even a program that has been as successful, 
as the Job Corps, I think, is one for which we can continue to look 
for better ways to serve those In need in the late 19K0's and l!HM>s. 

Thank you, Mr. Chairman. 

Mr. Frank. Thank you. 

With that, we will proceed with our first panel of witnesses. 

We have Mr. Al Androlewiez. division vice president for Job 
Corps Programs, RCA Service Co.; Mr. John GaLies, president, IV 
l.edyne Economic Development Co.: and Herb Watkins, the Singer 
Company Career Systems. 

i Mr. Androlewic/,, you are first on my list, so why don't we just 
%tart with you? 

1 STATEMENT OF AlUlYSU'S X ANDROLEWICZ, DIVISION VICE 
PRESIDENT. Em CATION AND HI MAN SERVICES. RCA SERVICE 
CO. 

Mr Anokoi.kwicz. Yes, sir. 
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Mr, Chairman and members of the committee, I am Al An- 
drolewicz, division vice president, education and human services of 
RCA Service Co., a major division of RCA Corp. 

RCA has beer, operating Job Corps centers for' 19 years an$l is 
one of the largest Job Corps contractors in the private sector We 
are responsible for 10 Job Corps centers, located in 6 of the Depart- 
ment of Labor's 10 regions and serving a total of approximately 
4,400 carp» members. 

My own association with Job Corps dates from 1967 and includes 
field experience as a vocational training coordinator and a, center 
director. Currently I have overall responsibility for our Job Corps 
business as well as a variety of other education and training pro- 
grams. 

We at RCA are proud &f our long % associat ion with Job Corps and 
the record of cost-effective perform ance that we have compiled 
during that association. We are committed to maintaining and if 
possible exceeding that record in the future, and we welcome this 
opportunity to participate, on the day that Job Corps celebrates its 
20th anniversary, in the committee's examination of the program's* * 
needs and resources, its achievements and potential. 

My purpose in testifying, is twofold. First, I want to summarize 
RCA s Job Corps experience* in recent years, concentrating on those 
areas in which the committee has expressed particular interest. 
.Second, I wish to present, in the light of that experience, a few rec- 
ommendations regarding the future support and direction of the 
program. w 

Our centers perform a comprehensive range of functions for dis- 
advantaged youths who are between the ages of Hi and 21 when 
they enter the program. We provide corps members with basic edu- 
cation, vocational training, placement assistance, dormitory and 
food services, health care, and counseling to meet their individual 
needs, and we are required to perform these services in a residen- 
tial etting that is safe, clean, well maintained, and carefully su- 
pervised. - w ~ 

The typical new enrollee at one of our centers is an iH-year-old 
high school dropout who cannot read or write well enough to com- 
plete a job application, cannot add or subtract well enough to bal- 
ance a checkbook, comes from a poor family, belongs to a minority 
group, and either has not had a job for many weeks or else has * 
never had one. 

The odds against a young person becoming a contributing 
member of society in the face of such disadvantages are over- 
whelming But for ^ disadvantaged youth who completes the pro- 
gram at one of our centers— and over Hii percent of those who 
enroll do complete the program— those overwhelming odds are re- 
versed. Over 70 percent leave the center for a place in the work- 
force, a branch of the Armed Forces, a technical school, or other 
learning institution. So* ne go on to earn a college degree. Many 
earn a nitfh school equivalency diploma through the program. And 
al! of those who graduate put themselves in a much better position 
to lead socially and economically productive lives. 

In the past (J years the rates at which our centers retain, gradu- 
ate, and place their corps members have remained relatively 
stabl^. There are. however, four areas of the program in which we 
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are concerned about adverse trends that have developed in recent 

The first is the manner in which the regional offices review and 
support our centers. Each center that we operate is reviewed annu- 
ally; the review teams use comprehensive review guides and con- 
duct followup reviews. However, over the past few years the staff 
of the regional offices have been depleted by a series of reductions 
in force. As a result, fewer members of the review teams have the 
Job Corps experience necessary to conduct an effective review, as- 
sistance in correcting deficiencies is often not available, and in 
some instances staff members from one center are tak«i away 
from their training duties to assist with a review at another center. 

Similarly, center staff members are now required to perform ad- 
ministrative duties that used to be- performed by the regional of- 
fices, such as arranging initial aasignmente and transportation for 
new corps members, maintaining the records oT corps members 
who have left the program, and serving as the Disclosure Office tor 
the release of information on corps member 

Even more detrimental to the effectiveness of the program is the 
drastic decrease in the level and quality of technical assistance 
available from the regional offices. In the past, problems in educa- 
tion, training, ^residential living, and counseling that were'beypnd 
the expertise of tenter staff could be referred to the regional offices 
for scheduling technical assistance from consultants. Now the only 
specialized technical assistance available is from regional staff who 
frequently have neither the time nor the specific skills required for 
the varied needs that arise. . 

The second adverse trend is the severe reduction m capital im- 
provement and rehabilitation moneys for updating vocational 
training Equipment and mafctaining physical plants. Our vocation- 
al training course is designed to teach skills that are above all mar- 
ketable, but in today's rapidly changing economy this goal can be 
met only it our classrooms are equipped for the 19H0 s, not tor the 
l«70s or 19(H)'s. , . 

The reduction m rehabilitation moneys presents a problem be- 
cause mosi of our centers are in facilitiesthat are old and in need 
of continuous maintenance. Our staff awLfcorps members contrib- 
ute to daily and preventive maintenance in a variety of ways, but 
their efforts are not sufficient to keep the physical plants at accept- 
able levels of safety and sanitation. • 

The third adverse trend is occurring at the national level, where 
initiatives for the improvement of the overall Job Corps Program 
have become increasingly limited. Not only are there fewer initia- 
tives, but those that are taken are being delayed by thelack of 
technical assistance. And here again, center staff members are 
sometimes asked to take time away from their primary {raining 
duties to assist in functions that are properly the responsibility ot 
regional or national staff. • . 

Finally we are concerned about a decline in the recruitment ot 
Job Corps' applicants, a function that is not primarily a responsibil- 
ity of the centers but that is a vitally important part of the pro- 
gram Up until a few years ago, this service was obtained through 
a stable network of agencies that had acquired many years of expe- 
riencv in minting the unique demands of Job Corps recrurting. But 
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in the past year major thanks in recruit merit contractors haw 
been made that have disrupted this network. As a result, many of 
our centers are operating significantly below capacity 

In reviewing these adverse trends. I do not want to give the com- 
mittee the impression that all recent developments in the program 
-have been negative. On the contrary, the national office has insti- 
tuted a strong fiscal reposing system that enables the program to 
be conducted in a more businesslike way. The development of new- 
systems covering performance standards and risk assessments to 
minimize the frequency and impact of serious incidents has like 
wise improved the program. 

But we Jin RCA are convinced that the adverse trends I have just 
pointed out pose a significant threat to the continued success of the 
Job ( orp?4 Program. I would therefore like to recommend that Con 
gress and the administration act to reverse^these trends by taking 
the following four steps: 

First, apply no more reductions in fArce to either the national or 
regional offices. 

Second* n>store the staffing of both the national and regional of- 
fices to levels that allow them, to perform ail their monitoring, 
technical assistance, and administrative functions effectively and 
without depending on center operating staff 

Third, take the necessary steps to maintain stability in theVe- 
cruit merit network 

Fourth, provide the program with sufficient moneys for capital 
improvement and rehabilitation to enable the centers to be proper- 
ly equipped and maintained. 



For 2i) years Job Corps has been uniquely successful as a part- 
nership of business, organized labor, and the Federal Government 
We know that it is a program that works, and we know the reason 
that it works is that all three partners have made a sustained com- 
mitment to provide the personnel and the resources necessary to 
make it work. If this commitment falters, then there is little 
reason to believe that, on the occasion of the program's 2ath anni- 
versary, its levels of achievement will be as worthy of celebration 
as they are today on its 20th anniversary 
Thank you. 

Mr. Frank. Thank you very much, Mr. Androlewrcz I apologize 
for the mispronunciation at the beginning, but I appreciate the 
statement. 

Without objection, we will insert into the record the material ac- 
companying your written remarks. 

| Mr. Androlewic/' prepared .statement follows:) 
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Statement of 

Aloysius A. Androiewicz 
Division vice President, Education and Human Services 
RCA Service Company 
A Division of RCA Corporation 



Mr. Chairman and members of the Committee, I am Al Androlewicz, 
Division Vice President, Education and Human Services of RCA 
Service Company, a major division of RCA Corporation* 

RCA has been operating Job Corps centers for 19 years and is 
one of the largest Job Corps contractors in the private 
sector. We are responsible for 10 Job Corps centers, located 
in six of the Department of Labor's 10 regions and serving a 
total of approximately 4400 corFsmemhers . My own association 
with Job Corps dates from 1967 and includes field experience as 
a vocational training coordinator and a Center Director. 
Currently I have overall responsibility for our Job Corps 
business as well as a variety of other education and training 
programs, ^ 

We at RCA are proud of our long association with Job Corps and 
the record of cost-effective performance that we have compiled 
during that association. We are committed to maintaining and 
if possible exceeding that record in the future, and we welcome 
this opportunity to participate, on the day that Job Corps 
celebrates its 20th anniversary, in the committee's examination 
of the program's needs and resources, its acheivement and 
potential . 

My purpose in testifying is twofold. First, I want to 
summarize RCA's Job Corps experience in recent yea, s, 
concentrating on those* areas in which the committee has 
expressed particular interest. Second, I wish to present, in 
the light of that experience, a few recommendations regarding 
the future support and direction of the program. 

Our centers perform a comprehensive range of functions for 
disadvantaged youths who are between the ages of 16 and 21 when 
they enter the program- We provide corpsmembers with basic 
education, vocational training, placement assistance, dormitory 
and food services, health care, and counseling to meet their 
individual needs, and we are required to perform these services 
in a residential setting that is safe, clean, well maintained, 
and carefully supervised. 

The typical new enrollee at one cf our centers is an 18-year- 
old high school dropout who cannot read or write well enough t< 
complete a job application, cannot add or subtract <ell enough 
to balance a checkbook, comes frcm a poor family, belongs to a 
minority group, and either has not had a job for many weeks or 
else has never had one. 
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The odds against a young person becoming a contributing member 

of socfety in^he (fee' of such d i sadvantages are .ovm whrlminq. 

But for a" disadvantaged youth who completes the progr«tfn at one « 

of our centers and over 05% of those who enroll do complete 

the program those overwhelming odds are reversed. OveS 70% 

leave tne center for a pi aire in the work force, a branch of the 

armed forces, a technical school, or other learning institution. 

Some »go on fo eaVn a college degree. Many earn a high school 

equivalency diploma through the program. And all of those who 

graduate put themselves in a much better position to lead 

racially and economically productive lives. 

In the past 6 years the rates at which' our rente ns retai.i, 
graduate, and place their corpsmembers have remained relatively 
stable- There are f however, four areas of the program in which 
we .11 e concerned about adverse trends that have developed in 
rec?«.-nt years. 

\ 

Tn^J first is the manner in which the regional offi.es review 
and support our renters. Each center that we operate is 
reviewed annually; th*- review teams use comprehensive review 
guides and conduct follow-up reviews. ^However, over the past 
few years the staffs of the regional offices have been depleted 
by j series of reductions in force. As a resu It , ' fewer members 
of the review teams have the Job Corps experience necessary to 
conduct an effective review, assistance in correcting 
def icenc ies\ is often not available, and in some instances staff" 
members from one center are taken away fiora their training 
duties to aiisifit with a review at another center. Similarly, 
center staff members are now reguired to perform administrative 
duties that used to be performed by the regional offices, such 
as arranging initial assignments and transportation for new 
eorpsmember s, maintaining the Records of corpsmembers who have 
left the program, and serving «te the Disclosure Office for the 
release of information jpn corpsmemhers. Even mqxe detrimental 
to the effectiveness of the program is the drastic decrease in 
the level and guality of technical assistance available from 
thv regional offices. In the pastr problems in education 
training, residential living, and counseling that were beyond 
the expertise of center staff could be referred to the regional 
offices for scheduling technicaj assistance from consultants. 
Now the only specialized technical assistance available is from 
regional staff who frequently have neither the time nor the 
specific skills required for the varied needs that arise. 

/ 
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The r.ivond j^vpi^o trend is the severe reduction in capital 
improvement and rehabilitation monies for updating vocational 
training equipment and maintaining physical plants. Our 
vocational training courses are designed to teach skills that 
*re above all marketable, hut in today's rapidly changing 
economy this goal c«m be met only if our classrooms are 
i*<juipp<»d for the *BO*s, not for the *7Q 9 s or "SO's. The 
reduction in rehabilitation monies presents a*problera because 
, must oi our centers are in facilities that are old and in need 
of continuous maintenance. Our staff and corpsmembers 
contribute to daily and preventive maintenance in a variety of 
w r/s p but their efforts are not sufficient to keep the physical 
p'antr. at accept Jhle levels of safety arid sanitation, 

7h<» thiid adverse trend is occurring at the national level, 
wh«;rf* initiatives for the improvement of the overall Job Corps 
pr-ru.i.Ti have become incr?^gingly limited- Not only are there 
f'»wer initiatives, but those that are taken are being delayed 
by the lack of technical assistance. And here aijain, center 
staff pi»mlMr*rr; are sometimes asked to take time away from their 
primary traininq duties to assist in functions that are 
properly the responsibility of regional or national staff. 

Kinal'ly, we are concerned about a decline in the recruitment of 
Toh Coips applicants, a function that is not primarily a 
responsibility of the centers but that is a vitally important 
part of the program- Up until a year ago, this service was 
obtained through a stable network of agencies that had acguired 
many y«ars of experience in meeting the unique demands of Job 
Coips iecruiting- But in the past year major changes in 
recruitment contractors have been made that have disrupted this 
network- As a result, many of our centers are operating 
significantly below capacity. 

In reviewing these adverse trends, I do not want to give the 
committee the impression that all recent developments in the 
program have been negative. On the contrary, the National 
Office has instituted a strong fiscal reporting system that 
enables the program to be conducted in a more businesslike * 
way- The development of new systems covering performance 
standards and risk assessments to minimize the frequency and 
impact of serious incidents has likewise improved the program. 
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But we in RCA are conv,inc#»d that the .ujvt r se t rends I have* ju 
pointed out pose a significant threat to the continued succes 
of the Job Corps program. I would therefore* like to reoommen 
tjiat Congress and the Administration *ict to reverse those 
trends by taking the following four steps: 

o First, applying no more reductions in forcn to either 
the National or Regional Offices. 

o Second, restoring the staffing of noth the *Jatinnal .3 
Regional Offices to levels that, allow t b«/m to \>**i*> >ira 
all their monitoring, technical ass ir,i .;noe f an*! 
administrative functions effort ively .ind without, 
depend ing on c?>nt er ope r at i ng staff. 

o Third, take the necessary steps to m«i i nt .1 1 n 1 1 1 1 1 y 
in the recruitment network. 

o Fourth, providing the program with sufficient monies 
for capita^ improvement and rehabilitation to enable 
the centers to be properly equipped and maintained. 



For 20 years Job Corps has bfffcn a uniquely successful 
partnership of business, organized labor, and the federal 
government. We know that it is .a program that works, and we 
know the reason Lhat it works is that all three partners have 
made a sustained commitment to provide the personnel and the 
resources necersary to make it work* If this commitment 
falters, t* e* **ere is little reasr*^ to believe that, on the 
occasion of ' v '-- proqrair's 2Sth anniv>ersarVf its levels of 
achievement . be <as worthy of celebration as they .11 e t.oda 
on its 20th. 

Thank you. - , 
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Additional Information 
on the Operation of 
Job Corps Centers by RCA Service Company 
Supplementing the 
Statement of A. A. Androlewicz to the 
tHouse Subcommittee on Manpower and Training 



General 



i 



RCA has managed and operated residential training centers for 
the U.S„ Department of Labor's Job Corps program since 1966. 
This effort entails the presentation of vocational training 
programs to jobless youths and the operation and maintenance of 
all associated training and living facilities. Over the yearst 
RCA has increased support to Job Corps to the extent that it 
now operates 10 centers nationwide, with an aggregate of over 
4400 students in training and total RCA staffing of 1300. The 
centers operated by RCA are: 

o Blue Ridge Job Corps Center, Marion, Virginia. 

o Keystone Job Corps Center, 'Drums, .Pennsylvania. 

o °otomac Job Corps Center, Washington, D.C. 

o Woodland Job Corps Center, Laurel, Maryland. 

o Woodstock Job Corps Center, Woodstock, Maryland. 

o Westover Job Corps Center, Chicopee, Massachusetts. 

o Inland Empire Job Corps Center, San Bernardino, 
s California. 

o Tongue Point Job Corps Center, Astoria, Oregon. 

o Tulsa Job Corps Center, Tulsa, Oklahoma. 

o Oneonta Job Corps Center, Oneonta, New York. 

Vocational training is offered at RCA-operated Job Corps centers 
in a broad ran^e of vocations, clustered in such occupational 
areas as building construction, clerical and business, medical 
services, electronics, automotive repair, and food services. 
Training is offered both on center and off center, variously by 
RCA staff, subcontractor staff, and representatives of various 
trade unions and the National Association of Home Builders. 
Figure. 1 lists the courses currently offered at the individual 
center* (the Oneonta center is still in the start-up stage and 
its courses are not included iff the figure) . 
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Figure 1. Vocational Course Offerings at RCA~0pe rated 
Job Corps Centers (Sheet 1 of B) 
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Vocational Course Offerings at RCA-Operated 
Job Corps Centers (Sheet 2 o| S) 
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Figure 1. Vocational Course Offerings at RCA -Operated 
Job Corps Centers {Sheet 3 of I) 
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Figure I. Vocational Course Offering* at RCA -Operated 
Job Corps Centers (Sheet J of 8) 
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Figure 1 . Vocational Course (Offerings at RCA-Ope rated 
Job Corps Centers (Sheet 5 of S) 
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Figure 1. Vocational course Offerings at RCA-6parated 
Job Corps Centers (Sheet • of I) 
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Figure 1, Vocational (tourae Offerings at RCA -Ope rated 
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Figure I. Vocational Course Offering* at BCA -Operated 
Job Corps Center* (Sheet S of ft) 
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Cur ricul a jn d Curric u \\a rjn at_et ials 

The instructional program at Job Corps centers is self-paced, 
open-entry, and open-exit. Training courses are 
competency- based and criterion-referenced. Curriculum 
development is ongoing. A systems approach is used, and 
vocational curricula follow nationally approved Occupational 
Training Guides (OTG) . When new vocations are introduced by a 
center, the center is charged with developing an occupational 
training guide based on surveys and interviews of job 
incumbents icensing requirements, industry advisory panel 
inputs, joo\bcervations, jnd other relevant data. Several 
OTG's have been developed by RCA, e.g., exterminator, * 
environmental specialist, telephone installer, and telephone 
line repairer. Even in the areas for which the training that 
will, be offered has been prescribed* each center is responsible 
for customizing the training to local needs and reviewing each 
curriculum annually to ensure its continuing relevance. RCA 
1 ^curriculum specialists work with representatives from employer 
groups and the industry advisory council to update and revise 
the content of vocational instruction. 

RCA staff members regularly develop and use audiovisual 
materials including photographs, filmstrips, films, videotapes, 
posters, and other media. Audiovisual materials are used in 
all aspects of corpsmember training, beginning with 
orientation, during which corpsmember 3 view films and 
videotapes that introduce them to life at the center and 
familiarize them with the various vocations for which the 
particular center offers training. Throughout their training 
corpsmembers are shown slides, films, tapes, drawings, and 
photographs that teach them how to interview for a job, 
maintain health standards, cooperate wi£h others, perform 
specific tasks associated with their chosen vocations, and 
overcome behaviour problems. At some of the centers videotapes 
are made while corpsmembers practice their interviewing 
skills. Corpsmembers later view the tapes to discover their 
strengths md weaknesses; the insight that they gain through 
viewing these tapes helps them to develop plans to improve 
their skills. 

.Supporting the vocational training at ^ob Corps centers are a 
number of other educational program elements designed to assist 
the young and relatively inexperienced trainees better prepare 
themselves for self-supporting, productive employment in the 
f\mQficatt job market. These include remedial and upgrading 
instruction in basic educational skills (primarily reading and 
mathematics);, introduction to the World of Work; on-the-job 
work experience? driver education? and health education. 
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Bilingual and cultural enrichment programs are designed to 
assist trainees from Spanish-speaking and other minority 
populations to be able to function more effectively in the 
mainstream of society. 
* 

Assessment 

RCA provides three phases of assessment at Job Corps centers 
initial entry assessment, in-process assessment, and final 
assessment. Initial assessment conlists of two components. 

The first component is a series o^ written tests that are 
design^ to determine the best place to stact in an open-entry, 
open-exit, self-paced, individualUed training program. The 
second component consists of job sampling in various vocational 
options, coupled with counseling designed to help the 
individual make a viable and practical career selection. 

In-process assessment uses curr iculura-embedded testing ' 
augmented by Progress and Performance Evaluation Panels 
(P/PEP). These panels consist of selected instructors, 
resident advisors, and counselors who are most knowledgeable 
of the student. At least once every 6 weeks, this panel meets 
with the student to provide feedback, discuss progress, and 
plan wit% the Student specific short-term objectives tiat are 
relevant to his or her career goals. 

The final assessment of most corpsmembers consists of work 
experience in an actual job environment for up to 30 days. 
Participating employers complete evaluation questionnaires 
frequently during this period and the results are used to 
counsel the student and fine tune the last phases of training. 
Some final assessments involve taking licensing examin.it ions or 
other specific testa or completing GEO requirements. 

Staff Training # 

RCA trains supervisory personnel at all of the Job Corps 
centers that it operates as part of a comprehensive staff 
development program. Using the resources of local colleges, 
universities, and social service agencies, plus on-center 
training libraries of hooks, films, tapes, filmstrips, and 
other media, RCA training specialists conduct workshops in* 

o Management by objectives. 

o Planning, organizing, coordinating, and controlling 
functions. 
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ilbility. 



o Delegating responsibility* 

o £janagd&ent styles* 

o Leadership, 

o Communication, 

o Motivation, 

o Counsel ing. 

o Personnel policies and procedures, 

o Budgeting (if applicable). 



In addition r all vocational training and basic -duration 
instructors receive special auxiliary training in classroom 
management through the Systematic Training fo* Effective 
Teaching program. Topics covajed in this in-service program 
includes 4fe « 

^o Motivating through encouragement. 

o Listening and communicating. 

o Problem solving. 

o Discipline as a learning process. 

o Group dynamics. 

/ o Group leadership. 

All training is assessed continually by\rfaining specialists 
based on feedback from participants and courses are modified or 
expanded as necessary. « 
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Record of Porfo r ma nee 



The Performance Standards for RCA-operated Job Corps centers 
during the period July 1983 to June 1984 are as follows: 

. i 

Sjtandacd Acc eptable Hange R CA Performance 

90-Day Retention Rate 65 - 70% 68.2* 

180-Day Retention Rate 75 - 83% ' 76!s* 

180-Day Placement Rate 75 - 851 * 84.61 

The Performance Measurements for RCA-operated centers durmq 
the period Octot^r 1983 to June 198il are as follows: 

Performance -National National RCA 

5£i™t™<:pt. Standard Avera ge Average 

Completion Rate 65.0» 73. 7% 68 7% 

• Capacity Utilization 100.01 99.31 97*4% 

Placement 95.0% 81.2% 87.'s* 

RCAJs average Capacity Utilization for July and August -1984 is 
92.6%, down 4,s% from the previous 9 months. 

' . Mr. Frank. Next, we will have Mr. Gaines. 

STATEMENT OF JOHN (MINES. PRESIDENT. TELFDYNE 
ECONOMIC DEVELOPMENT CO. 

Mr. Gajnk. I endorse everything that Mr. Androlewicz has just 
said. My words were supposed to be shorter. 

I liked his four points. I don't want to be repetitious here, but I 
sort of feel that when Herb Watkins gets his chance to speak that 
you are going to hear the same story over and over and over again 
with regard to the success of Job Corps. - 
. However, I believe that we all feel very strongly about this pro- 
: gram and. therefore, perhaps a little repetition of what goes on 
here is in order. 

TheTeledyne Corp. has been operating Job Corps centers for the 
past 20 years and is currently operating 10 centers located in the 
States of New Mexico, Arizona, Oklahoma, Florida, Massachu- 
setts— Congressman— Virginia, and Pennsylvania. 

The Job Corps Program is a part of the new Jobs Training Part- 
nership Act. When President Reagan was signing this new act into 
law, ' he made this comment about Job Corps, and I quote: "Job 
Corps is an example of individuals becoming taxpayers not tax bur- 
dens. I want to repeat those key words: taxpayers not tax bur- 
dens. 

Gentlemen, that is what Job Corps is all about 
The approximately 80,000 young people, ages 16 through 21 who 
receive training in the 103 Job Corps centers located throughout 
the United States, come from poverty-level families. The majority 
are high school dropouts with no place to go but down. They come * 
to Job Corps with average reading and math skills at the fifth 
grade level. They are unemployable. 

They move into the Job Corps training centers where they stay 
for an average of 9 months. They live, eat, and train at these cen- 
ters 7 days a week. I want Repeat that. They live there; they eat 
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there; they train then-; and they are there 7 days a week, 365 days 
a year. . , * 

They are taught what I like to call the three R's. It might sound 
a little corney but it's reading, riting, and •rithmetic. M-ny of these 
young people study for and receive their GED which is the hi» / 
school diploma equivalency. They are taught basic educational 
skills. 

Then we really get down to the basics. They are taught how to 
fill out an employe .nent form, how to prepare for an employment 
interview, how to dress for an employment interview. 

In short, Job Corps takes unemployable droputs and prepares 
them for the world of work and prepares them to become employ- 
able, taxpaying citizens. * . „ . 

Wgain, the key words are: "employed taxpaying citizens, that is 
what the taxpayers of this Nation are paying for— the direct and 
indirect dollar return to the U.S. taxpayer far exceeds the cost of 
.the program 

I was asked to keep my remarks brief, and I have done so. 

My written testimony has been submitted to the committee and 
is considerably more wordy. However, in thinking it over, I would 
like to just read a few excerpts from my written testimony. 

Mr. Frank. You may proceed. Let me say that if there is no ob- 
jection from the other members, we will insert the entirety of your 
statement into the record. 

Mr. Gaines. Oh, yes, I understand that. 

Mr. Frank: Yes; but if I don't say that, we don t do it, Mr. 
Gaines. {Laughter.] 
Mr. Gaines. My God, say it. .... 
Mr. Frank. Without objection, it will be inserted into the record. 
[Mr. Gaines' prepared statement follows:) 
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Ti'.st inumy of 
John W. Gaines 
Pt rsidf-nt 

T«-l<-dyne F« cfiumic Development Company 



Intrc^urt ion 

j * 

Teledync hsS been operating Job Corps frntns for the past twenty (20) years. 
We currently operate Centers in Phoenix, Arizona; Tucson, Arizona; Albuqu^que, 
New Mexico; Ruswell, New Mexico; Cuthrie, Oklahoma; Pittsburgh, Pennsylvania! 
Crafton, Massachuset t s j Gainesville, Florida; Jacksonville, Florida and Monroe, 
Virginia. 

Since 1964 the Teledyne Centers have been given consistently high per f urnumce 
ratings by the Department of tabor. I have been askea to comment regarding 
arp( apparent changes in the way Department of ! -ibnr has nmnirored fbe pr^gi^w 
^(H'p 19/8. I believe this raonAluring h " consistently improved. r>OL performs 
a compr chensive review and inspection of eacb Center once a year. In addition, 
during the year, DOL will send various individuals to v*ch Center to provide 
technical review and assistance as required. This inspection is performed 
to assure POL that the Federal Regulations, concerning the operation of Job. 
Corps Centers, are being followed. Each contractor is also ordered by DOL 
to maintain regularly scheduled annual reviews of its Centers by its corporate 
staff. In addition, eacb contractor is charged with on-going corporate 
"overview and management assistance to each Center. However, I do believe 
that the recent round of government RIF's has placed a heavy burden on ETA 
due to the loss of qualified and experienced Job Corps personnel. This program 
has been in existence for 20 yr.rrs. During that time DOL had built up a 
cadre of staff well experienced in Job Corps watters. There is no question 
that the RIF's have hurt this staffing pattern. ETA has attempted to minimize 
this problem Hbt I believe it is a deep and continuing concern to all involved 
in this program. 

All of the following comments concern TRAIN INC. Training is what this program 
is all about. The Job Corps enrolls disadvantaged young people (ages 16-21 ) 
who are usually high school dropouts with no place to go but down -- and 
trains them. Trains them to be PRODUCTIVE EMPLOYABLE CITIZENS. It is not 
an easy task. tt is a task this country cannot afford to ignore. It is 
a task that is now being done by JOB CORPS. The direct and indirect dollar 
return to the United States Taxpayer far exceeds the cost of this program. 

Job Corps Budget _and Personnel 

Job Corps is the most successful s<»< ial laboratory in the country to research 
and implement methods of breaking the poverty cycle. The great strides made 
by the program over the past twenty (20) years have proven this repeatedly* 
If a corp*me»ber is to succeed In a job, he or she, must possess skills in 
five interrelated areast Vocational, educational, physical, Hving-and social. 
This is what Job Corps provides. As Mathematics Policy Research of Princeton, 
New Jersey has found, "the average investment per cotpsmember is paid back ' 
in approximately three years". With the proven success rate of the more 
than 1 ,000,000 youngsters who have profited by Job Corps, it can be truly 
said that congressional appropriations have been and continue to be well 
spent. In terms of real , dollars, the budget for Job Corps has decreased 
over the years but Job Corps has steadily improved its program. X hardly need 
say that the employment situation for the youth of this country needs special 
attention. Basic skills and attitudes necessary for employment are of utmost 
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importance. Job Corps is successful vehicle for providing disadvantaged 
Yj youth with these skills. It is an outstanding demonstration of the Joining 
of industry, labor, government and youth into a successful program. Budget 
considerations continues to pi ague us all. I *» sure that when your committee 
reviews the Job Corps budget for FY* 85 and future years, this worthwhile 
program will receive ttie consideration it deserves. 

vocarfgroal and Sk illnJTvmi ning 

the vc,<»tion«l learning environment at Job Corps Centers manifests the 
philosophy of individualized trailing, complimented by the development of 
skills and confidence in t -«h coipsmcwber, The Center's vocational training 
is designed with a focus on each individual's current position in the working 
world, his/her employment expectations, and the establishment of realistic 
goals and development of skills to attain then. 

Curriculum insults that individual abilities are ekrrcl&ed in the <icquistlon 
of specific , ski lis required for employment. Opportunity Is continually 
available to practice these skills in order to stimulate motivation. 
Motivation is further increased through progressive acrompl i shmea* of tasks. 
Alt liaining experience* are directly supported by vocationally fVUted reading 



and math. 



Job Corps is well aware that conventional methods of training have not worked 
in the Job Corps target population. Therefore, instructional techniques 
and methods are designed to cope withr corpsmembers who have a history of 
difficulty in training or negative attitudes toward it. 



The Job Coips Program tes<fbes young people how to wOrV Job Corps has Ve« 
a national leader in developing competency based vocational programs within 
Che system. This vocational improvement effort with all its thrust must 
he maintained. I urge the subcommittee to take special care to see that 
these efforts of the Department of tabor continue to receive the necessary 
attention for success* ' 



Basic Education 



The Job Corps education program emphasfres basics. Reading and math skills 
are stressed. The acquisition of a CED, for those without a high school 
diploma, is paramount for job placement in many occupations. Training in 
other social and living skills takes place to address behaviors which have ^ 
caused the youth problems at home and at work. 

We have developed within Job Corps a very strong and successful basic education 
program geared towards individuals moving at their own pace to reach common 
goals The CED program developed for Job Corps is utilsied by many mm- Job 
Corps organizations. Teledyne is particularly proud of a Learning Disabilities 
program developed by the Gainesville Center in conjunction with the university 
of Florida. This program is the most extensive one of its kind dealing with 
adoWent ^earning problems. It will soon be* utilized nationally. These 
programs illustrate the Basic Education area* strengths. 9 



\ 
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Job Corps has designed * frog ran ~that blends super ior * instruct ion with 
sensitivity to the needs of the disadvantaged young person* learning is 
made Interesting, individual i red to the corpsmember * s abilities* and 
interests, and geared to the deamnds of the job market. 

Job Corps defines learning as an interaction with one's environment that 
prompts a change in behavior. ' The challenge for the Job Corps staff is 
% ^ to diicct ^ciU pM&rmber's interactions with their environment so as to help 
them. deal s*ut e^ucr en &ful ly with the working world* / 

Job Corps lap*; coipMiiember f * Innate capacity to master tanks they have 
not attempted. \£irst f it stimulates tfeeir desire to lc^arn and persevere 
in the task, ana, secondi it allows tht« the time their abilities require 
to nuifiter it. ( 

Act ot«* ing ly, Job Coip* is guided by the following precepts in designing 
the Job Cusps Centt-r's i-dutat ional t cainin^ program to be of greatest benefit 

to the c 01 pMiM "tubers t 



nin^ 




o I ndi'v i d»H 1 i ?ed inst suction promotes effective learning* 

o Must i psnu-mbers can master the learning task if JLi^^ 
pt ct.ented effectively and if they are allowed as much 
time to practice and absorb it as their individual ability 

requires* t 

p In order to be ^ma&tered, a learning experience must 

meaningful to the learner. Instructors should continually 
demonstrate how the: subject matter will be useful to 
t nrpsraember s. 

o Learning iff measurable and should be measured* 

o Effective learning requires the learner's active 
participation. \ 

o The goal of learning is to enable the learner to apply \ 
Knowledge, skills* or attitudes to his/her own life. 

The education staff of the Job Corps gives all corpstsembers individual 
attention to insure that they have the opportunity to leave the program 
with a CED t to master the skills needed to locate and progress in a job 
that offers upward mobility, and to attain the self-confidence and knowledge 
ne,cfessary to live independently while working with others in our society. 

' *» 

*V^w<ft corpsmemher 's needs, the education staff works closely with 
individual cor psmembet s in three main areas. 

Academic education (math, reading, and CED)--tO help 
corpKmewbers acquire all the knowledge and skills t 
they are capable of attaining* 
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Vocational support to prepare corpsmembers with the 
■kills necessary to 'find and keep the Job that offer* 
upward mobility. The academic education staff works^^ 
with the vocational staff id developing vocational > * 
i vocabulary sheets and writing corpsmember activity 
guides to enable corpsmesbers to understand the 
vocational j^terials used in the*various shops* 

social development to encourage personal growth, 
social skills, and independence. 

£■ 

These three areas work in conjunction .with all components of the Center 
to assure that corpstaembers receive a well developed and thorough training 
experience. v »- 

Resi dent i al Living 

Tt?e aspect >f Job Corps which truly dis'tingui&hes it frum the majority 
of otfher training programs is i tlft-esident ial element. Cei.ter Life includes 
many' components counseling, orientation, recreation, health services, 

enrollee jaipport, and, of course, residential living. All of these areas 
assist the youth to live independently after leaving the progras. 

During the past three (3) years, Job Corps has made a concerted effort 
tp imptove this area. A Training Acadesy for Residential Advisors has 
been established at the Clearfield, Utah Center. Emphasis has been placed 
on group dynamics and intergroup reflations. The residential living program 
is designed to provide corptmembers with tjie maximum opportunity to develop 
patterns of living that help them succeed in their educational and vocational 
training and btjld a rewarding personal life. Positive behavioral change 
can be produceAtaly in an environment of trust, confidence, and successful 
experiences. l&F residential program provides a base of stability, must 
motivate the corpsmember to change unacceptable* behavior, and continues 
long enough for the corpsmember to feel comfortable and secure in *iew 
patterns of living and behavior. 

To create such an environment , Job Corps has designed the residential living 
program to meet the following objectives* 

Provide each corpsraeraber with safe, secure and healthful 
physical surroundings* 

Enable each corpsmember to better Cope with the demands 
of living as a responsible member of society and to 
relare to peers and authorities. 

Provide professional counseling tc^ meet individual 

needs. 

Promote interest in productive leisure experiences. 

Reinforce positive behavioral change by giving praise, 
privileges, and grater responsibility. 
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Desired corpsoeaber behaviior is maintained by sp^ifying a ainimal nunber 
of rules consistent with Job Crops requirements* acquainting staff and 
corpsaeabers with the need for then, and training the staff In enforcing 
theo appropriately. . £ ^ 

Physical _ Plants ^ 

The physical plants of Job Corps are as diverse as there are Job Corps 
^ Centers. Continuous Mfptk needs to be done on these sites to keep thea ***** 

at ptou*r hr.ilth and \afety levels for c 01 psncxabet s in their training* 
I urge continued attention to the Job Corps facilities which now exist. 

EqulPOe n t Nc ed s 

As we'll as Job Cox p& does in its vocational training efforts, it has been 
haropr red by the lack of funds to utilize current t mining equipment. 
Cprpsaerobers, when placed on Work Experience, are often confronted with 
machinery they have never seen. We view the ability of Job Corps to keep 
cutrent vitU the needs of the vocational taades now being offeted at Center's 
as one of the roost important requirements of the future Job ^orps vocational 
program. 

In closing, I would like to comment to this committee, that Job Corps may 
# be c-ompart'd to another program suppcted by Congress. I compare the Job 
Corps progiam with the C?I Bill which was passed shortly after World W ar 
II. The CI Bill legislation has proven to be one of the wisest legislative 
bills p*t.M>4 «nd supported by Congress in this century. I believe Job 
Cnips, alt bough on a smaller scale, can be included in this category. 

Thank you for this opportunity to share with you, my insights concerning 
Job Corps, 

Mr. Gaines. I didn't come all the way from California not to get 
it in the record. [Laughter.} 
Mr. Frank. Go ahead. 

Mr. Gaines. What I am going to address here is this. I went 
through my written testimony and as I read it over in my own 
mind, I said to myself, "What key things struck my mind' that 
would be meaningful or I felt would be meaningful to you folks up 
here." So, as I read through this wordy thing, I picked up a few key 
phrases, and I am just going to read them through so there is not 
necessarily a context of a followed script Nevertheless, I .think the 
things that I am going to mention from my written testimony bear 
mentioning here before you gentlemen. 

DOL performs a comprehensive review and inspection of each 
center once a year. In addition, during the year, DOL will send var- 
ious individuals to each center to provide technical review and as- 
sistance as required. This inspection is performed to assure DOL 
that the Federal regulations concerning the operation of Job Corps 
centers are being followed. 

In addition, each contractor is also ordered by DOL to maintain 
regularly scheduled annual reviews of the centers by its corporate 
staff. In addition to all of this, each contractor is charged with on- 
going corporate overview and management assistance to each 
center. And the reason I am pointing this statement out is because 
you gentlemen asked for a comment on that particular subject ki 
the correspondence I received from you all. 

Going forward here— I don't want this to sound self-serving but I 
certainly believe it and I am sure ray colleagues here believe it and 
I imagine all the folks behind me in this room certainly believe 
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it— Job Corps is the most successful racial' labo ratory in the coun- 
* try to research and implement methods of breaking the poverty 
cycle. 

I. want to atop and let that set in for a minute because that is 
certainly the backbone and the guts of this program. 

Also* in terms of real dollars the budget for Job Corps has de- 
creased over the years, but Job Corps, in my Opinion, has steadily 
improved its program. ■ t0 " 

Those were excerpts from page 1, and there were a lot of other 
words on page 1, but we are going to move right cm to rage Z 

Mr. Frank. Mr. Gaines, why don't you just read what you want 
to read. I don't think we need the commentary about what is in 
and what is out. Just read them. 

Mr. Gaines. All right % 

Job Corps is an outstanding demonstration of the joining of in- 
dustry, labor, government, and youth into a successful program. 
The centers vocational training is designed with a focus on each in- 
dividual's current position in the working world, his or her employ- 
ment expectations, ami the establishment of realistic goals and de- 
velopment of skills to attain them. 

Job Corps is well aware that conventional methods of training 
have not worked in the Job Corps target population. Therefore, in- - 
structional techniques and methods are designed to cope with corps 
members who have a history of difficulty in training or negative 
attitudes toward it 

The Job Corps education program emphasizes basics. The acquisi- 
tion of a GED for those without a high school diploma is para- 
mount for job placement. 

We have developed within Job Corps a very strong and successful 
basic education program geared toward individuals moving at their 
own pace to reach common goals. 

Job Corps defines learning as an interaction with one's environ- 
ment that prompts a change in behavior. 

Job Corps taps- corps members' innate capacity to master skills 
they have not attempted. 

One aspect of Job Corps which truly distinguishes it from the 
majority of other training programs is its residential element 
Center life includes many components: counseling, orientation, 
recreation, health services, enrollee supports, and, of course, resi- 
dential living. All of these areas assist the youth to live independ- 
ently after leaving the program. 

The physical plants of Job Corps are as diverse as there are the 
nur -~rs of Job Corps orators. Continuous work needs to be done 
on »ft*ese sites to keep them at proper health and safety levels for 
corps members in their training. 

In conclusion, I compare the Job Corps Program with the GI Mil 
which was passed shortly after World war u. The GI bill legisla- 
tion has proven to be one of the wisest legislative bills passed and 
supported by Congress in this century* I believe Job Corps, al- 
though on a much smaller scale, can be included in this category. 

Thank you. 

Mr. Frank. Thank you very much, Mr. Gaines. 
We will have some questions where we can elaborate oh some of 
t these. 
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Finally, Mr. Watkins. 

STATEMENT OF HERBERT W. W ATKINS. VICE PRESIDENT AND 
GENERAL MANAGER, CAREER SYSTEMS, SINGER CO. 

Mr. W atkins. Thank you, Mr. Chairman. 

Mr. Frank. Let me just say, Mr. Watkins, that without objection, 
your statement will be inserted into the record in its entirety, and 
you arc free to present all or part of it, as you wish. 

(Mr. Watkins prepared statement follows:] 
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TISTIROMY IT H. «. MTKIKS, 
VICE P6ESI0EHT AHQ EENEHAL MAftAOE* 
THE SXH6EB COftMHY , CASEE* SYSTEM 



BEFORE TNE SUSCOKHITTEfc ON 
RAftFOtfEft AHO HOUSM6 OF THE 
e'Om*tt€«T OPEyTIOHS COHHITTEE 

Septiftbtr 26, 1984 



I as Herbert W. HatMns, Vice President and General Manager of the Career 
Systess operation of The Singer Corapany* Singer currently manages 12 Job 
Corps Centers unrfer contract to the U.S. Department of Labor, through Its 
fcnployaent and Training Administration. Career System , as a separate 
training ofapany within The Singer Company 9 also implemented vocational 
assessment end training programs funded through various other titles of the 
C€TA legislation. In addition, wo have operated programs In public schools, 
in vocational facilities, in correctional Institutions and for the military. 
We are currently conducting stellar program and marketing related products to 
they newly formed JTPA setvfce delivery areas as well as operating dislocated 
worker programs for industry. 

The Job Corps 'program reacts jur base of greatest experience, as well as the 
largest percentage of our tftnual sales. I personally became involved with Job 
Ce/ps when' it was still under the auspices of the Off Ice of Economic 
Opportunity, (n its zd-yew history, I have seen widespread and bipartisan 
Congressional support engendered by the program's effectiveness wfth the 
disadvantaged young meA and women who have enrolled in Job Corps. 

1 am not concerned now as to the program's continuation as ouch as I as with 
It* ongoing program effectiveness Aid Its responsiveness to the needs of the 
target population served. 
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Job Corps, at It's current level of 40,544 service years, faces a fiscal 
shortfall at tfte 1384 program funding level of $577.5 Billion. The 
supplemental appropriation of $21.7 million to the Job Corps Fiscal fear 1984 
budget will help to address the backlog of facility repairs and equipment 
replacements, but the problem qf an excessively tight operational budget 
remains. The Administration budget of $600 sill ion for the fiscal Year 1985 
appropriation will maintain the current operational level only if stringent 
cost cutting measures are instituted. 

•I ma concerned about the level of technical support and program Innovation in 
the face of the reduced budgets^and severe personnel reductions that have 
occured. fn the five years between 1978 and 1983, the program was expanded to 
serve sore of the target population, while the number of Regional and National 
Job Corps staff was steadily decreased. -The number of enrol lees In this five 
year period increased 82.8 percent and the nunber of centers expanded by 77.9 
percent, from 59 to 105 centers. Yet the authorized positions in Job Corps 
Regional Offices decreased by 42.8 percent from 271 positions to 155. Today, 
with a capacity level of 40,544 slots and 107 centers, Job Corps has 
author lied ceilings of 151 staff at the Regional level and 46 staff at the 
national level. From 1980 to 1984, the staff was cut approximately one 
third. In my opinion, the Regional staff, at least, should be restored by 20 
percent or a sinimum of 25-30 positions. 



The reduction in position ceilings has affected the quality of the program by 
two factors: a reduced number of staff - with a workload at an expanded level 
- and the exchange of experienced staff with inexperienced staff. Most, if 
not all, of the Regional Office* have lost a majority of their experienced Job 
Corps staff through "bumping* by senior transfers from other fTA functions — 
generally CfTA and Employment Service. 
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The contractor's job Ms been sade aore difficult in light of the lick of 
Regional Office knowledge end continuity for evaluating proposals, selecting 
coo tractors, conducting cer*er rev fens and acting on requests for approval* 
Obviously, such a situation lessens both the aaount and the quality of 
nanegeoent and support performed by the govemoent* Contractors have been 
forced to assiasp a number of functions previously considered to be more 
properly responsibilities of the Regional Offices. Two examples are 
supplementary recruitment of corpsmewbers and the initial review and 
determination of the aedical and behavioral suitability of new enrol lees* 
These two areas particularly concern m because of liability issues for which 
the contractor does not receive protection under the Tort CI a tats Act. as does 
the Govemnent. Contractors c£n and have been 1 sued for illegal actions of 
corpsms&ers. and the lawsuits to establish necessary precedents are extremely 
costly to the corporation? These and other shifts of accountability to the 
contractors Increase the financial exposure and attendant risks at the sane 
tine that Job Corps operating budgets and oanageoents fees for performing a 
continuing, enlarging scope of wort have not Increased accordingly. 

The shift of functions from the Regional Offices to the contractors and their 
centers places a greater degree of an adalnlstrat Ive burden on center staff* 
thereby diverting management from program considerations* Combining 
diminished technical support for program improvement with increased 
acta in 1str at iver duties at the center level, as well as generally tighter 
budgets for center operations, Is a design that can only tapact.en the quality 
of the education and training program delivery. Kerr is It appropriate to 
decrease Regional Office monitoring by restricting project manager visits or 
Regional Office reviews of centers because of reduced personnel or travel 
fanOs while increasing the cor tractors* liabilities for disallowed costs or 
significant incident control. 
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• In lite 1982, several sHUton dollars of funding was transferred froa Jot 
Corps to the Office of the Inspector Generil tn the Department of Labor, for 
the purpose of auditing Job Corps contracts. Throughout the aeny audits and 
re-aud Its in FY 1 83 and fl 84, fete improprieties were found that resulted in 
disallowance of costs. Approximately 1.1 billion dollars of costs* over a 6-7 
year period, were audited with only three sill ton dollars of suggested 
disallowed costs, before final justification and appeal by the contractors. 
This finding represents .3 of a percent and clearly suggests that Job Corps 
operators are fiscally responsible. 

TheVajidlt^ determined that Job Corps has a sound fiscal management system. 
What we need now 1s more support for program enhancement and technical Support 
fro© experienced government staff. "After the fact" documentation has lesser 
value In terms of real need that "before the fact" program assistance. I 
' would suggest to the SubcAsittee that the Job Corp* program 1s perforating a 
vital ser*4£e for disadvantaged you^h and tb$t the program should be supported 

by the federal dollars and personnel to do the job, 

* 

Mr. Watkins. Thank you. 

I am vice president and general manager of the Singer Career 
Systems operation of the Singer Co. Singer currently manages 12 
Job Corps centers und^r contract with the U.S. Department of 
Labor through its employment and training administration. 4 , 

We operate pertters in seven different Federal regions. In addi- . 
tion to that, we also operated other training programs for CETA, 
correctional institutions, military, and, particularly at this pointy in 
time, conduct JTPA programs and the dislocated worker programs 
for industry. 

The Job Corps Program, however, remains our base of greatest 
experience, as well as the largest percentage of our annual sales. I - 
personally became involved with Job Corps when it was stiUurtder 
the auspices of the Office of Economic Opportunity. In its 20-year 
history I have seen widespread and bipartisan congressional sup- 
port engendered by the program's effectiveness with the disadvan- 
- ta&ed young men ami women who have enrolled in Job Corps. 
- 1 need pot speak, I think, any further to the success of the pro- 
gram. You have certainly expressed your acknowledgement of that. 

I am not concerned in my testimony as to the program's continu- 
ation or its effectiveness as ipuch as I am with its ongoing program 
effectiveness and its responsiveness to the jteeds of the target popu- 
lation served. * 

Job Corps at its current level of 40,544 service years faces a tight 
fiscal problem in the 1984 funding level of $577.5 million. The sup- 
plementary appropriation of $21.7 million to the Job Corps fiscal 
year 1984 budget will help to address the backlog of facility repairs 
and equipment replacements but the problem of an excessively % 
tight operational budget* remains* The administration budget of 
$600 million for the fiscal year }985 appropriation would maintain 
the current operational level only if stringent coat-cutting meas- 
ures were instituted. € 
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0 no 

1 am concerned about the level of technical support and program 
innovation in the face of reduced budgets and severe personnel re> « 
ductions that have occurred. In the 5 years between 1978 and 1983 » 
the program was expanded to serve more of the target population, 
while the number of pegional and national Job Coras staff w^s 
steadily decreased. The number of enroltees in this 5-year period 
increased 83 percent, and the number of centers expanded by 78 
percent from 59 Job Corps centers to 105 Job Corps centers in that , 
period. Yet, the authorized positions in Job Corps regional offices 
decreased by 43 percent from 271 positions to 155. Today with the 
1 capacity level of 40,544 slots and 107 centers, Job Corps has author- 
ized ceilings of 151 staff at the regional level and 46 staff # at the 
~ national level. In the period from 1980 to 1984, the staff was cut 
approximately one-third. In my opinion, the regional staff, at least, 
should be restored by 20 percent or a minimum of 25 to 30 posi- 
tions. The cuts were just too deep. 

The reduction in position ceilings has affected the quality of the 
program by two factors: a reduced number of staff—with a work- 
* load at an expanded level — and the exchange of experienced staff 

with inexperienced staff. Most, if not all, the regional offices have 
lost a majority of their experienced Job Corps staff through bump- 
ing by seni* transfers from other ETA functions, generally CETA 
and Employment Service.- 

The contractor's job has been made more difficult in the light of 
this loss of knowledge and continuity for evaluating proposals, se- 
lecting contractors, conducting center reviews, and acting on re* 
quests for approval. Obviously, such a situation lessens both the 
amount and tne qualify of management and support performed by 
the Government. Contractors have Been forced to assume a number 
of functions previously considered td be more properly responsibil- 
ities of the regional offices. Two examples are supplementary re- 
cruitment, of corps members and the initial review and determina- 
tion of medical and behavioral suitability of new enrollees. lhese 
two areas particularly concern me because of the liability issues— 1 
should point out that this is a favorite subject of mine— for which 
the contractor does not receive protection under the Tort Claims' 
Act* as does the Government. Contractors can and have been sued 
for illegal actions of corjIS members, and the lawsuits, established 
for necessary precedents are extremely costly to the corporatiops. 
These and other shifts of accountability to the contractors increase 
the financial exposure and attendant risks at the same time that 
Job Corps operating budgets and management fees for performing 
a continuing, enlarging scope of work have not increased according- 
ly- - 

The shift of functions from the regional offices to the? contractors 

and their centers places a greater degree of an adnMnistrative 
burden on center staff, thereby diverting management from pro- 
gram considerations. Combining diminished technical 'support for 
program improvement with increased administrative duties Jkt the 
center level, as well as generally tighter budgets for center oper- 
ations, is a design that can ortly have an impact on the quality of 
the education and training program delivery. 

Nor is it appropriate to decrease regional office monitoring by re- 
stricting project manager visits or regional office reviews* of centers , 

*. 
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because of reduced personnel or travel funds while increasing the 
contractors' liabilities for disallowed costs or significant incident 
control. 

In late 1982, several million dollars of funding were, transferred 
by Job Corps to the Office of the Inspector General in the Depart- 
ment of Labor for the purpose of auditing Job Corps contracts. 
Throughout the many audits and reaudits in fiscal year 1988 and 
1984, few improprieties were found that resulted in disallowance of 




tion and appeal by the contractors. This finding represents 0.3 of a 
percent and clearly suggests that Job Corps operators ate fiscally 
responsible. 

The audits determined that Job Corps has a sound fiscal system,, 
management system. What we need now is more support for pro- 
gram enhancement and technical support from experienced Gov- 
ernment staff. Why not take that kind of money and use it for 
what we now need? 

"After the fa;*" documentation has lesser value in terms of real 
Uueed than "before the fact" program assistance. I would suggest to 
the subcommittee that the Job Corps Program is performing a vital 
service for disadvantaged youth and that the program should be 
supported by the Federal dollars and personnel to do the job. 

Let me add in closing thaf a lot has been done in a professional 
management sense by the. National Job Corps Director to standard- 
ize and uniformly control the administration of this program. I ao- 
, plaud that. , 

We just need more horses to pull the load effectively to maintain 
this program and further enhance it. 

Thank you. 

Mr. Frank. Thank you very much, Mr. Watkins. 1 want to thank 
all three of you for very good testimony because it had the kind of 
specificity that is helpful to us in considering where we are in the 
program. 

Sometimes we have fairly complex questions and difficulties with 
separate modes of administering, et cetera. It seems to me that we 
do have a situation here where quantity is really the question 
rather than quality; that is, there does seem to be general agree- 
ment with a side issue about contracting out civilian conservation 
area which is really a subsidiary issue but the question is how 
much. 

Everybody seems to agree that this program is being done well, 
although I do want to ask one question. I gather there was an eval- 
uation done by Mathematics a few? years ago which came up with 
nigh marks for this program and other subsequent evaluations 
were very high, and I am told there is now a $600,000 proposal for 
a further evaluation. 

Given what you say . and given the tightness of money, I am won- 
dering whether you think this program is in need of another sort of 
top-to-bottom evaluation as to whether or not it is working well 
only a couple of years after the Mathematics one was completed. 

Mr. Andsolewicz. Mr. Chairman, I personally would like to see • 
the $600,000 placed in the rehab and maintenance area to make 
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the centers livable for our corps members and to make sure we can 
upgrade the vocational equipment when needed and when neces- 
sary. 

Mr. W atkins. Mr. Chairman, I am afraid we have been through 
a period where we seem to continually have to prove the Job Corps 
Program despite its overwhelming support. We have been through 
periods of claims of fraud and abuse and other things. 

I can only say that we are indeed proving over and over some- 
thing that has been well established. If it is necessary to further 
prove this program in order to get the kind of budget that we need, 
then indeed the Mnthematica study would be well worthwhile. 

The old study, the previous study did a lot to convince people of 
what this program is all about, so I am hedging my answer a bit. I 
would like to see this money go in the program, but if you need 
this kind of thing to sell Job Corps, then I am for it. 

Mr. Frank I appreciate that. 

My own sense, I must say, is that is some people at OMB who 
are going to keep hiring contractors until they And somebody to 
say that the program doesn't work well. I think the medieval con- 
cept was invincible ignorance, which is very resistant to new infor- 
mation. 

The reason I say this is that there does seem to be a striking con- 
sensus here. We are talking about money and, as I understand it, 
not huge amounts. 

First, with regard to the physical equipment, I gather there are 
really two separate points. One is that we have got a structural 
problem. We have got some buildings that are in physical disrepair 
and we are talking about normal maintenance. 

Let me ask this question. I think it is good to get all the poten- 
tial problems out on the table. Given the population that we are 
dealing with, some people would have had rears that they were 
people who would have been excessively rough on the buildings. 
The physical maintenance that you are talking about— has there 
been in the Job Corps Program any unusual degree of damage or 
destruction, or are we just talking about the normal wear and tear 
that you get on buildings? 

Mr. W atkins. Mr. Chairman, we have a center, Gienmont Job 
Corps Center, in the Albany area. That center was a former semi- 
nary. It has one of the most beautiful chapels I have seen in my 
life. It has stained glass windows that are just hard to describe. 

When that center was first established at that site, there was a 
great deal of concern that these chapel windows would be broken, 
they are worth a tremendous amount of money. There was talk 
about covering the windows. We never did* There isn't a broken 
pane there. * 

Mr. Gaines. I would like to say a couple of words here. 

I think that— first, there are 103 centers throughout the country. 
Sonje of those centers were built in the 1920% and they were build- 
ings that were commandeered and/or bought by DOL. Some of 
them were rebuilt. Some of them were even new buildings. 

I <think there is a tremendous difference between, centers over 
these 103 in regard to when they were built and their .state of 
being at that juncture* A typical example is that we have a center 
in Pittsburgh right at this moment* I believe the building was built 
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in about and it is quietly sinllinK into the ground. However 
we are planning to move that center to another older building. In- 
sofar as what the kids do to the building, I would say it is just your 
normal kids being there, but it depends on where the facility is and 
what year it was built. There is a complexity of buildings out there 
tnat range anywhere from the 1910's until the current days. That's 
your problem. 

Mr Androlewicz. Mr. Chairman. I would like to add, that some 
of the centers give clear evidence that corps members have actual- 
ly enhanced the property. Our Potomac Center right here in Wash- 
ington, DC, for example, looks a lot better today than it did when it 
was the old youth center or when it was totally unused: 

So. the work that corps members do on the center actually, I 
think, enhances the property. 

Mr. FKANK^it sounds like we are in a sort of penny-wise and 
pound-fooli^Tsituation because if you don't do the basic mainte- 
nance, yqurwill sooner than otherwise find the building is unusua- 
ble and W» faced with a much more capital replacement cost. 

Let me ask Mr. Androlewicz a question. What is unusual here is 
that you are coming before us as the contractor saying, in part, 
' We have a problem because they are not checking up on us 
enough. I think that is a very healthy thing. We ought to make 
that clear. 

But one of the things I gather there is agreement on is that the 
reductions in force have reduced the ability of the regional offices, 
as well as the national office, to service this program from the ad- 
ministrative side. 

Now, this meets the model -that a lot of people have in mind, 
which is that the Federal Government will set the standards for 
the programs, will let the contracts, will hold people to the stand- 
ards; but the actual administration day-to-day will be done through 
private contracting with the private sector. This is a model that a 
number of people who haw been critical of bureaucracy have 
Without endorsing that model, it is one valid one. 

Obviously that assumes, though, that the public sector will Jo its 
part of the job. I think it is striking here that we have the private 
sector partners here saying, "Hey, we are not getting enough sup- 
port, supervision, et cetera." I gather that is what you are saving 
in terms of the RIF's which are having a deliterious impact onwur 
ability to perform our part of the bargain, that is, the Federal Gov- 
ernment s part. 

Mr. Androlewicz. We feel very strongly that over the last 20 
years the success of Job Corps has been truly a team success attrib- 
utable to al! involved parties, including the corps members, the pri- 
vate sector center operators, the Federal Government employees 
that have the union trades, and the National Association of Home- 
builders. 

What we have developed over the years has come as a result of 
working together. 1 went through the cycle from working in a Job 
Corp center to being a center director to now being responsible for 
10 Job Corps centers throughout the country. I learned a great deal 
from my counterparts in the Federal Government— the project 
managers, the regional administrators, the national people who 
came in and did reviews. 
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The reviews are treated more like a management tool than they 
are an *i gotcha." In other words, someone comes in and takes an 
independent look. We have never had a review of one of our Job 
Corps centers that did not help u^ t»4mrapve that center s oper- 
ation* That is how we look at ^t — as ahothemnanagement tool. 

Mr* Frank. I have to say here that 1 am afraid that I see coming 
on a self-fulfilling prophecy on the part of some, whereby the staff- 
ing level that is mnded at the Federal level to help this ^program in 
the area you just talked about is not being provided. These funds 
are needed to keep the program, one, physically in shape, and, two, 
haying the educational tools that, are needed. Obviously, we don't 
train these kids for obsolete job^t— but if we don't do a minimal 
amount, you could then wind up cutting, whereby undercutting the 
success of the program. 

So, it is possible that by underfunding a program, you can make 
it sufficiently unsuccessful. I don't suggest that is in danger right 
now, but if we were to project certain trends, it would be. 

I^et me ask my final question to all three of you. Mr. An- 
drolewicz, you had four points here: no reductions in force in the 
national or regional offices, which have already been substantially 
reduced, restoring the staffing to points where they could not take 
oVer what you are doing but be cooperative with you; having stabil- 
ity in recruitment; and having— I think recruitment is important 
because the hardest people to reach are precisely those whom the 
program really ought to be reaching. If this program is going \o 
work well —and again, I admire what you are saying here because 
when you are talking about recruitment, the easiest way out would 
be to do what they call "creaming" in the .manpower field. You 
could just take the people who walk in off ;ne streets, and that 
would be fine. Recruitment is really the way to reach those who 
are in most need of this kind of situations 

All those are things you want done. 

Now, the House version of this budget, as I understand it, is the 
administration's figure of $600 million for the Job Corps, which 
passed on a Continuing resolution yesterday, along with a total re- 
vision of the criminal code and 400 or 500 water projects and a 
couple of other essential budgetary items to keep the Federal Gov- 
ernment going. 

The Senate appropriation had^ltt^ated $ti34 million. The $34 
million that the Senate budgeted overyie House, I assume would 
be helpful in accomplishing some of the^gbal? that you have out- 
lined in these four points? ^* 

Let us have each of you take a shot at th&t. 

Mr. Gaines? 

Mr. 'jAInes, Are you saying there is a difference between the 
Senate and the House moneys? 

Mr. Frank. Yes, there is a $34 million difference— the Senate 
has voted $34 million more than the House for this. I did not see 
what the Senate did on the continuing resolution. 1 know the 
Senate figure had consistently been $634 million, assuming that 
thev picked it up in the continuing resolution yesterday. 

Would that be helpful in reaching these four goals that you said 
you agreed upon? 

Mr. Gaines. Yes, I would say very definitely. 



?cBEST COPY 43 



When I started my initial testimony, I indicated that I agreed 
primarily with the four points that Mr. Androlewicz had men- 
tioned. 

I think that the $<5O0 million figure— and I believe that in previ- 
ous comments and testimony from ETA, which is part of the 
DOL— they indicated that the $600 million number would be ex- 
trenjely difficult to opeVate within, even including their existing 
RIFs. In other words, what I am saying is that it is my under- 
standing that in previous conversations and testimony by UOL that 
the $600 million figure was extremely tight. 

^Mr. Frank. So, in other words the $600 million would exacerbate 
the current situationl and even at $634 

Mr. W atkins. Absolutely. Let me see if I can, give some specifici- 
ty to it, Mr, Chairman. 

It is my understanding that the $600 million administration 
budget involves stringent cost reductions, which include the bid- 
ding out of the, conservation tenters, increasing ratios, which would 
mean less stalT, and a number of other cost-cutting measures. 

In reality, without taking these measures which would further 
exacerbate the situation, ^ou are at a figure of $634 million. 

May I comment just briefly on your previous question? 

Mr. Frank. Certainly. 

Mr. Watkins. Job Corps— I like to think that we operate our Job 
Corps centers and don't need over-the-shoulde* supervision. I am 
pretty proud of the the fact that the private sector can go in and do 
that job, and you don't have to sit there and tell us day to day how 

to do it. 

On the other hand, the program is a complex program. It in- 
volves elements that are not at the center level— recruitment, 
placement, the whole coordination and judicious use of money. 

The ahly waf that this is really addressed is the exchange that 
takes pjfoce between project managers and center staff. It takes 
place wfth knowledgeable skilled project managers. r - 

Mr. Frank. In other words, part of what we can get with the 

firoper degree of Federal staffing is an exchange of information 
ronj different projects so that the learning process doesn't have to 
be duplicated every single place. I think that is a very good point. 
We are dealing with the sort of situation where you can share that 
burden. 
Mr. Androlewicz? 

Mr. Androlewicz. Mr. Chairman, I would like to add to Mr. 
Watkins' words. The $600 .million budget would necessarily reduce 
the services to corps numbers. Further, to achieve all the savings 
that would be necessaf^in order to operate within that budget, it* 
would be necessary to consider closing a center or J two — which 
would mean serving fewer corps members. ( i 

Mr. Frank. They say they don't want any sUu± until we reach 
the point where if V6u a re going to fund it at such a few level, 
trying to pretend that you can service everybody you bow have 
means that everything will be inadequate, and everybody will be 
inadequately serviced. 
Mr -Androlewicz. Yes. 



Mr. Franj**I appreciate that I This is pending today. Based on 
what I have heard and I previously learned, my intention would be 
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to write to the conferees on both sides and urge them to appropri- 
ate the higher figure. Any of my colleagues that want to join in 
can do that. We will send that off this afternoon. 
[The letter follows:] 
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• *«HTT IICMTH COftCMf SS 

(TonjrtB* of the Urttd States 

llODfC of Kcprrantatfocs 

MANFOWC* Am mouswc uacoiiwnEf 

Off* 

COMMITTd OM GOVtftNMfcKT OP£fUTtO*$ 
**vlu**r K0USI »ff£f IwBflft ROOM t J«t A 
WASM&lGTO*. DC 70919 

October 2, 1984 



The Honorable Hillian H. Watcher 
Chairman. Subcommittee or Labor, 

Health and Human Services, and 

Education Appropriations 
2358 Rayburn House Office Building 
Washington, D.C. Z0515 

Dear Mr. Ch«i man : 

When the conferees meet on the Fiscal Tear 1985 Labor* 
HHS-Fducat ton appropriations bill, ire respectfully urge the 
House conferees to accept the Senate level of $634 million 
for the Job Corps ptoyram* 

4 

As a result of an oversight hearing on the administration 
of the Job Corps program held by* the Manpower and Housing 
Subcommittee on September 2°6, 1894, we are convinced that the 
$600 million level of .funding contained ifi the House-passed 
bill fs Inadequate to maintain necessary management and 
personnel levels. As -was .testified to at the hearing by 
companies such as RCA » Teledyne and Singer, contractors who 
operate Job Corps centers, a level of funding of at least 
$634 1s necessary just to maintain the current level of 
operations and staffing. The $34 million loner figure 1n the 
House-passed bill would require further cuts in personnel 1n 
the Job Corps program and would only add to the problems 
posed by deteriorating facilities and equipment. 

The Job Corps program which recently celebrated its 
twentieth anniversary has had an outstanding record of 
achievement. However* its continued success hinges on adequate 
funding and accordingly we strongly^ recommend that the House , 
conferees accept the Senate level of $634 million for the Job 
Corps program for Fiscal Year 1985* 9 



Vour favorable consideration 
be most appreciated. 




of this recommendation will 



Barney frank 
Chairman 
Manpower 9 and Mousing 
Subc ommi tt«e 



Sfohn M, £pratt 
f J Member 





\((Aa 



fteKefatn, Jr. 
He&er 



ERIC 



« BE3TCOP* 



43 

Mr. Frank. Mr. McKernan? 

Mr. McKernan. Thank you, Mr. Chairman. 

If you add in the supplemental appropriation for 1984, in fact, 
the $600 million would be less than Job. Corps received for 1985 
than they received in 1984, which is about $602 million, I think. 
That further demonstrates that thtf-e is no way to perform the 
same services unless* there are significant savings envisioned by 
somebody in order to implement the program. 

We talked a little bit about the RIFs. I wonder if each of you 
could just comment on your experience as to whether or not any 
particular regions have been hit harder than others by this reduc- 
tion. I 9 gather that in the region for New England that, in fact, 
there has been an increase of a couple of people in the regional 
office. I wonder what the impact has been in other parts of the 
country. 

Mr. Androlewicz. As I understand it, the Boston office started 
at such a low level that getting additional help was an essential 
step. As to the regions in which we operate, I have seen a reduction 
in force, in which people who held responsible Job Corps positions 
were bunjped ami now are doing something else. We lost valuable 
Job Corps experience. But I don t think that this has been unique 
to any one region, or that any one region lost more than another. 

We have observed that, in order for a region impeded by a RIF to 
function, it must revise its priorities. As a result, action on low pri- 
ority items takes longer, and to that extent our centers perceive 
the services performed by the regional office ashless efficient than 
they were before the RIF s. 

Mr. W atkins. I wpuld have to say that you have to evaluate the 
effect. The effect has been uneven in regions, and it has been a 
combination of reduction of staff and the exchange of experience 
for inexperience. Some regions have been hit harder, in other 
words, than others. Accordingly, that has been a difficult problem 
for them to address. 

The numbers are a very difficult figure to come to. In this day of 
huge deficits and everything else, I recognize the need for reduc- 
tions. I think .what we are trying to do is to say that the regions 
are in a sublevel position — all of them uniformly. Some are having 
difficulty in being able to keep up with their workload as it cur- 
rently is addressed. 

It would not take a complete restoration, but it would take a par-" 
tial restoration, 1 think, to keep them at a state in which they can 
maintain the quality of the program. 

Mr. McKernan. Does anybody want to add to that? 

Mr. Gaines. I don't think I have anything to add. I think they 
both have pretty much covered it. I have been listening to what 
they had to' say and sort of thinking about it a little bit. There is 
not doubt that the reductions have been heavy. Evervone is aware 
qPthat in all of the regions. 

I do feel that ETA hW done a heck of a job in regard to minimiz- 
ing the ioipact of this throughout this system. I feel very strongly 
about that. I realize that it has been a heavy problem to dome to 
grips with. I think they have streamlined u\0 system and taken 
some actions that, in my personal opinion, have helped the system 
a great deal, and I believe they have lived under this burden and 
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with this burden much better than I, frankly, anticipated that they 
would. I personally have been involved with these programs since 
the outset back in OEO in 1964, so I have watched it go through 
every conceivable phase. I have been impressed with their ability 
to cope with this God-awful thing called RIF. 

Mr. McKernan. I have one more question. 

You all talked about the benefit of reviews from those adminis- 
tering the programs and the interaction being helpful to your pro- 
grams. 

Can you give me an idea of any changes in the review process, 
the number of reviews, or however that process was implemented 
before the RIF's and what has happened since the RIFs? 

Mr. Androlewicz . First, the number of personnel on the individ- 
ual review teams has been reduced. Instead of having, perhaps, six 
specialists, you might have four or three. Second, some staff mem- 
bers assigned to review may have less experience in Job Corps. As 
a result, reviews are not as comprehensive or as helpful as they 
were in the past. 

I think the quality has suffered: with fewer people and less work 
days, review cannot get into the program as well as was once possi- 
ble. 

Mr. W atkins. In fairness I want to say that the conduct of the 
reviews, procedurally, and the guides that the review teams use 
represent a lot of thought and good professional management. 

The difficulty is that you have got— as Al has stated— people not , 
familiar with Job Corps in every respect, inexperienced not able to / 
make the adjustment necessary that in 107 centers you have differ- 
ent physical facilities. You often have a /different makeup of the 
corps member population. You have different factors. That is 
where judgment of the team comes into feffect. We have lost that in 
many respects, and that is what has huh in the technical reviews. 

Mr. McKernan, Mr. Gaines, do yoj/ want to add anything to 
that? 

Mr. Gaines. No, sir. 

Mr. McKernan. Let me followup on that. I said that was going 
to be my last question, but I don't understand why these people are 
less experienced. If you are talking about RIF's, I don't understand, 
why 

Mr. Androlewicz. While I am not fully familiar with civil serv- 
ice practice, my understanding is this: A RIF in some area of ETA 
could result in a person with more seniority than a person in Job 
Corps, so they bump into the latteFs job, and the person from Job 
Corps is either bumped out or bumps someplace else in the ETA. 
Either way, w< lose the experienced person in Job Corps. 

I have often wondered over the last ample of years why Job 
Corps staff could not be excepted from this practice, inasmuch as 
their program was not reduced, as were other programs in ETA. I 
must TSbiime that civil service rules require that all the ETA staff 
be treated as one. 

I know there, were other programs in ETA that were reduced, 
but I guess the civil service rules require that all the ETA staff be 
treated as one. 

But that is how we would get people from other programs. 
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Mr. McKernan.' So, what is happening under tjie way the RIF is 
conducted is that you are having people who are in ETA but have 
no particular expertise in Job Corps who end up in the Job Corps 
evaluation process? . 

Mr. Gaines. That's right 

Mr* Androlewicz, Yes, sir* 

Mr* McKernan* That's a heck of a situation* 

Mr. Frank. I am ping to turn this over to Mr* Spratt. As I do 
that, 1 am going to absent myself. I will ask Mr. Spratt to preside. I 
hope to be able to rejoin the hearing. 

I want to say at this point that I am particularly appreciative of 
you three gentlemen coming here and sharing your experience. I 
think it has been very helpful. We will at least be able to send a 
letter about the appropriation, and I think we are also going to 
look into this question of the next phase of the Mathematica eval- 
uation. I think we may be getting over evaulated and underun as 
far as things are concerned here. 

So, I will ask Mr. Spratt to take over at this point* m 

Mr. Spratt [presiding]* Mr* Chairman, I will just keep my seat 
here and then I will come around when we have the next panel. 

First of all, let me thank the three of you because I don't know if 
you understand the extent to which candor is a premium in this 
institution and in this city. You have come here and given us some- 
thing that we sorely need and that is very candid, very honest, 
very straightforward testimony. It has been extremely helpful. 

I want to simply clarify a few things for the record because Mr. 
McKernan and Mr. Frank have, for the most part, asked the ques- 
tions that I would have asked. 

First of all, do I understand you to be .basically in consensus? For 
example, Mr. Androlewicz led off and he gave four adverse or nega- 
tive trends. 

Is there anyone among the three of you or the two of you who 
did not make that testimony who disagree with those negative 
trends, those negative developments? 

Mr. Gaines. I don't believe so* 

What was your first one, Al? 

Mr* Androlewicz. The RIF's. | ^ 

Mr. Gaines. I have chatted with my colleagues in the past on 
this subject. I think that possibly I feel a little stronger/ 1 men- 
tioned this in previous testimony. I feel a little stronger than they 
do that the steps that ETA has taken in regard to streamlining the 
system have had its effect on helping out the undesirable effects o£^ 
the RIF's. I guess I am essentially saying that I am not so sure I 
agree as strongly as they do in that regard. 

Mr. Spratt. It is a matter of degree, then? / 

Mr. Gaines. Yes, it is a matter of degree, but certainly the prob- 
lem is there. 

Mr. Spratt. You would agree that there are fewerlexpert mem- 
bers of the review teams? * 
Mr. Gaines. Absolutely, absolutely. 

Mr. Spratt. Would you agree that the level and Quality of tech- 
nical assistance has diminished with the RIF's that have occurred? 

Mr. Gaines. 1 think it has diminished because there have* been 
- less people to provide the assistance, and I think that those people 
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who are there to provide it, as we just previously discussed, have 
been moved around from another position in ETA and do not have 
the expertise that some of these other folks who have been RIFd 
out had. 

In other words, you can have a situation where somebody is in 
Job Corps and they put 20 years in but maybe they started when 
they were 20, so they end up at age 40 and for one reason or an- 
other they weren't in the service, you know, and the way the 
system works anybody can bump them right out even though they 
did have 20 years service with Job Corps. 

Mr. Spratt, Would you agree, would the three of you agree that 
there has been a diminution in the quality of recruitment and 
screening? Is there basic agreement about that, then? 

Mr, Watkins. Yes. That is certainly one point that I didn't ad- 
dress that Al did. I kind of wish I had said it. 

There definitely has been. I think that is an example of what 
happens when you disturb a network. You are going to get that 
dip, and we are experiencing it now, and it is hurting. 

You can translate tiiat from the recruitment activity to the same 
thing that is happening at the regional/offices. We tended to zero 
in on technical reviews, but I would point out there are a lot of 
other things that are affected which seem purely administrative— 
the handling of paperwork, the transmission of communication. 
These are lagging. This is all involved in the experience of process- 
ing. One of the other contractors indicated to me that it has affect- 
ed their payment schedule. That is of serious concern to the con- 
tractors because they put the money^ip4ront and the repayment 
on costs is very crucial That has been reduced* 

Another problem is the inability to get approvals in a timely 
fashion because the people handling this paperwork are new and it 
is new to them. 

There are crucial issues such as repairing the roof because it is 
lenking. These get unduly delayed, and that is critical 

•So. these are problems that are occurring, and they have largely 
occurred because of less people to handle it and inexperienced 
people dealing with it. 

Mr. Gaines. I think, Herb, you hit it on the head when you said 
the network has been disturbed. I think that is a key point. I cer- 
tainly have to agree with that. I had not really thought about 
that— the network was disturbed as an overall result of this RIF. 
You can't necessarily point at an individual thing. One of the 
major disturbances in my mind is this recruitment. Something has 
gotten slightly out of whack in that degree. In some areas we have 
no problems with recruitment, and in others we are experiencing 
problems. I am not quite sure what the cause of it is, but I think it 
could use certainly some looking into. I am not prepared to address 
why, but it needs some strengthening. 

Would you two agree with that? 

Mr. Androlrwicz. Most definitely. 

Mr. Spratt. As I understand what you are saying to these prob- 
lems, it is more than just episodic changes. You see something sys- 
temic hert' that affects, in the words of Mr. Watkins, the ongoing 
program's effectiveness or, as Mr. Androiewtcz said, the continued 
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succeo of the program by the next birthday of the program, wheth- 
er or not we have a happy celebration. 

Let me ask you this. I have read the Mathematica study, and it 
seems to me not only to come out positively but to develop a good 
methodology for trying to asses* the costs "and benefits of the Job 
Corps Program, 

Your own personal anecdotal experiences, your own empirical ob- 
servations—do th£y bear out the findings of the study by Mathema- 
tica? Do you see the benefits as being substantially measurably 
greater than the burdens or the costs in this program? 

Mr. Androlewicz. Without question, sir. 

We have many years of dealing with these youths, and we've 
seen the success. We know what the placement numbers ajje and 
the types of jobs they have been able to get. And we've enjoyed the 
direct feedback when, you know, some of the youths have come 
back and let us know what has happened to them over the years. 
Without question; I think the investment is well worth it, and the 
corps members pay it back with interest. 

Mr. Gaines, In my empassioned speech earlier on, I think you 
certainly got the thoughts of myself and tjtxe Teledyne Corp, in 
regard to that specific, hurt think being even more direct than the 
way I put it in my opening remarks, it would appear that the 
youngster pays back the amount of money that is spent to train 
him" in taxes back to the Government in a period of, say. H to 5 
years. 

For the rest of his life, that is going to be a plus to the Govern- 
ment, so I like to look at it as a loan to that youngster in an indi- 
rect fashion to get him started in life and break this darned pover- 
ty chain that goes on endless. And these kids are third, sometimes 
fourth, generation poverty types right from the poverty dole. That 
is what we mean when we say break the poverty chain. That is 
what it is all about. I believe very strongly in that, so if you figure 
3 to 5 years the cos: j paid back by the youngster being out there 
and Jbeing* productive and then, God only knows, he can instill 
within his kids as the generations go on the kind of things he has 
learned through a program like this, and you have a situation that 
goes on and on and on. That is breaking the poverty chain. When it 
starts exponentially to go out this way, Lord only knows, what the 
real savings are.r 

Mr. Spratt, Good point, 

Mr, WatRins. I have been told that Job Corps graduates return a 
$1.45 on every dollar invested— taxable income, I think that is 
pretty good. 



Mr. WaTkins. Yes. That is my understanding. I can check my fig- 
ures, but that is my understanding — $1,4*5 for every dollar invested. 

One other thing. Tonight there is going to be the 20th anniversa- 
ry dinner for the 20th year of Job Corps. A hail-of-famer Job Corps 
member will be designated tonight by Mr. Re 11. If you just hear 
what is said about these hall of Tamers, you— it would really blow 
•your mind. We have one from our centers who is now Dr. Rhodes 
and started at the center with less than a high school education, 
fie was in trouble with the law. What a tremendous change in that 
one instance. 
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Those are the extremes. Mathematica address, I think, what 
happens to the bulk of them, and that is much more important. 
Mr. Spratt. fliank you very much for your testimony. 
I don't have any further Questions. 

Our next witness is Mr. Michael Urquhart, president of Ameri- 
can Federation of Government Employees, Loral 12. 
Mr. Utiqifhart, please proceed. ^ 

STATEMENT OF MICHAEL URQUHART, PRESIDENT, AMERICAN 
FEDERATION OF GOVERNMENT EMPLOYEES, LOCAL 12, AC- 
COMPANIED BY FRANK COLE, CHIEF STEWARD. EMPLOYMENT 
AND TRAINING ADMINISTRATION § 

Mr. Urquhart, Thank you* 

Mr. Chairman and members of the subcommittee, I have accom- 
panying me today, Frank Cole, who is the union's chief steward in 
the Employment and Training Administration. 

As you know, I am the president of American Federation of Gov- 
ernment Employees, Local 12, which represents employees in the 
ft national office of the Department of Labor and the OSHA Review 
Commission, 

It is on behalf of those employes that I am testifying today. 

The AFGE welcomes the opportunity to reaffirm our strong sup- 
port for the Job Corps Program. In a general sense, we are well 
pleased with the progressive path of the Job Corps Program in 
recent years' under the direction of Mr. Peter Rell. During 1988 the 
Office of Job Corps achieved noteworthy successes in the areas of 
fiscal control and procurement management. The scope of responsi- 
bilities in this area is both broad and complex. The Office of Job 
'"Corps implements its program through the development and issu- 
ance of contracts and similar types of agreements with private 
firms and organizations and .with agencies of Federal, State, and 
local government. 

Each year the Office of Job Corps finances and administers 
nearly COO such contracts and agreements. This is done both at the 
national office level and through the 10 Job Corps regional offices. 
The capabilities of the Office of Job Corps to administer these far- 
reaching operations has been greatly increased owing to the im- 
proved design and application of Job Corps management systems. 

These accomplishments can be attributed directly to the capabili- 
ties of past ana current staff. For the most part, these* staff mem* 
bers have a unique combination of technical capabilities coupled 
with Job Corps Program knowledge that has been developed over a 
considerable period of time and enhanced by on-the-job experience. 
Continued successful implementation of these systems for fund ac- 
countability will hinge very heavily on continued accessibility to 
this pool of knowledge. ^ 

If the persons who are knowledgeable of these unique systems 
are displaced, the systems are seriously jeopardised* To some 
extent tms did occur after the 1984 reduction-in-force, downgrading 
and reorganization process. 

The impact of the RIF/reoigbnization on the Job Corps is greater 
than the reduction in employment levels indicate due to the fact 
that the loes of experienced staffers has been much greater. White 
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the employment ceiling for the national office was reduced 10 posi- 
tion, there Vas an actual loss of 20 experienced employees. Or the 
total of 44 employees on board as of September 1984, 8 are new 
transfers with no previous experience in Job Corps. Furthermore, 
there are currently two vacancies which are not fined while experi- 
enced employees, formerly in the Job Corps/ are assigned to other 
offices in the Employment and Training Administration and man- 
agement refuses to reassign them to those vacant positions. 

The Department of Labor's own regulations state that such 
transfers of new employees into the Job Corps can only be made if 
the new employees can reach a satisfactory performance level in HO 
days. This has not been the case. 

It is our estimate that it can take as much as a year to develop 
the knowledge and skills to do the job properly. 

The serious displacement of staff in the area of program review 
does weaken this activity, at least until such time as the new staff 
has developed the program knowledge needed to do that job. 

The situation is even more severe in the regional offices, which is 
of major concern to AFGE, Local 12. Presently Job Corps regional 
offices have on average of one and a half staff per center to con- 
tract for and administer the operation of Job Corps centers. This is 
compared to 4.1 staff in 1977. This encompasses a broad range of 
technical and managerial responsibilities, including the conduct of 
procurements, monitoring and evaluation of centers, administra- 
tive processing, Snd control of invoices, property, et cetera. 

In addition, Federal regional staff must review applications and 
determine assignments of specific applicants to particular centers, 
as well as arranging for 'the transportation of the enrollees from 
their Thome communities to the Job Corps centers. 

It is not reasonable to expect one and a half staff per center to 
accomplish all of these responsibilities, plus provide clerical sup- 
port. In fact, it cannot be doije. 

It is only through the personal dedication and contribution of 

Kersonai time outside of work hours that services to corf* members 
ave been maintained in recent periods. 

It is important to note that the present nature of the work to be 
performed has changed drastically because Job Corps is now imple- 
menting several new policies, including policies of full competition 
versus sole-source procurement for centers; of full competition for 
outreach, screening, placement, and support coptracU; of closer 
controls of the management of disturbances ana incidents on Job 
Corps centers, of increased audit coverage; of changing vocational 
offerings in Job Corps centers, of establishing new facility stand- 
ards and improving the process of renovating deteriorating facili- 
ties; of revising all guidelines and requirements. 

While all of these policies and initiatives are well directed, they 
clearly represent substantial workload increases. Why then, has 
the staff been reduced from 4.1 regional staff per center to 1.5 staff 
currently? , 

The fact remains that the staff reductions, especially those in the 
regions, make it difficult, if not impossible, to handle the workload 
increases related to policy changes being implemented or planned. 

AFGE is concerned that without an increase in the staff levels of 
the Job Corps Program in the regions and in all components of the 
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national office* but especially in the program review area, there 
will be a substantial loss in the quantity and quality of services 
provided to disadvantaged youth the program Is mandated to serve. 

We ask that at least a temporary increase in railing to provide 
additional staff for Job Corp be mandated by the Congress, An in- 
crease of only one-half staff per center represents approximately 54 
positions and would be a beginning to ensuring that services to 
corps members do not deteriorate. 

After a period of 2 years, an assessment should be conducted to 
determine if further restoration of staff levels is needed to main* 
tain quality services. This is the 20th anniversary of a highly suc- 
cessful program addressing this Nation's most severely disadvan- 
taged youth. It is important that the successful operation of this 
program not be endangered by overzealous wielding of the budget- 
cutting ax. 

The Job Corps Program has also been adversely affected. by the 
procedures for conducting a RIF combined with a reorganization, 
and the haste with which it was carried out. The workforce in the 
Employment and Training Administration, many of whom have 
worked for the agency 15 years os* longer, has been severely demor- 
alized by the complete lack of regard shown by management for 
their interests during the recent RIF. Rather than cooperate with 
the American Federation of Government Employees, Local 12, to 
explore ways to reduce the adverse impact, management rushed 
ahead with its actions without adequate preparation, and without 
completing consultations and negotiations/ 

Conducting a reorganization at the same time as a RIF generated 
enormous confusion and made it next to impossible to monitor the 
movement of employees from one position to another. The appear- 
ance of favoritism in the treatment of some employees, if not the 
reality, has totally undermined any semblance or employee respect 
for the Government's personnel practices. Such shabby treatment 
of its workforce must inevitably have a negative impact on the pro- 
ductivity of the programs. 

Further evidence of the lack of adequate planning on the part of 
management is the absence of any analysis of work load require- 
ments for the positions established in the reorganization. Without 
such an analysis, the allocation of positions among the various pro- 
grams in the Employment and Training Administration was arbi* 
trary at best. The fact that preceding in such a manner violated 
management's own regulations only reinforces Local 12's misgiv- 



In addition, the reorganization has resulted in the widespread re- 
location of employees in the Patrick Henry Building. The Job 
Corns is now spread out in three different locations inside the 
building, having been previously concentrated on one corridor. Sev- 
eral employees were moved to new offices without phones, and 
with the dispersal of the offices some phones are being answered by 
secretaries not in the Job Corps. All of this has had an adverse 
impact on the ability of employees and clients to communicate with 
each other. 

The AFGE firmly believes that changes are necessary in the RIF 
regulations if the negative consequences of such reductions in force 
and reorganizations are to be minimized, Specifically, we recom- 




BEST COPY 



51 



mend passage (if legislation to mandate 1 the exhaustion of alterna- 
tives prior to any RIF. And, second, that there be a freeze on all 
personnel actions, including reorganizations, for a minimum of !M> 
days before or after the date of the RIF. 

Again. I would like to thank the committee* for altowlng us to 
testify today. I hope our testimony and the other material we have 
supplied to you will prove helpful to you in your deliberations. 

Mr Spratt. Thank you. 

Without objection, your entire written statement* along with the 
attachments, will be inserted into the record at this point 
| Mr. Urquhart s prepared statement follows: I 
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American Federation of Government Employees, Local 12 



Testimony for the 



Job Corps Oversight Hearings 



Title IV - Federally Administered Programs, Part B of Public Law 93- 
300 of October 13, 1982 provides for a Job Corps program within the 
Department of Llbor. 

Specially, at Part B - Job Corps' "Statement oi Purpose" Section 
421 provides for the maintenance of "a Job Corps for economically 
disadvantaged young mi*n and women which shall operate exclusively as a 
distinct national program, sets forth standards and procedures for 
selecting individuals as enrollees in the Job Corps, authorizes the 
establishment of residential and nonresidential centers in which 
enrollees will participate in intensive programs of education, 
vocational training, work experience, counseling and other activities, 
and prescribes various other powers, duties, and responsibilities 
incident to the operation and continuing development of the Job Corps* 
The purpose of this part is to assist young individuals who need and 
can benefit from an unusually intensive program, operated in a group 
setting, to become more responsible, employable, and productive 
citizens, «i ,d to do so in a way that contribute* , where feasible, to 
the development of national. State and community resources, and to the 
development and dissemination of technioues for working with the 
disadvantage tli&t can be widely utilized by public and private 
institutions and agencies." 

In a general sense, AFGE, Local 12 is well pleased with the 
progressive path of the Job Corps Program in recent years under the 
direction of Mr. Peter E. Rail, 
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During 1983, the Offing of ' Job Corps achieved noteworthy successes 
in the areas of Fiscal Control 'and Procurement Management. The^Fe 
successes steta froa the development and implementation of substantial 
improvements \M the interrelated systems that are used to: (1) plan 
and schedule fa jor procurement actions; (2) plan the allocation of 
appropriated resources; (3) and track the implementation of these plans 
once th**y are set in notion* 

The scope of the responsibilities in this area is both broad and 

complex. The Office of Job Corps implements its program through the 

development and issuance of contracts and similar types of agreements 

with private firms and organizations and with agencies of Federal. 

State and Local Government, Each year, the Office of Job Corps 

finances and administers nearly 600 such contracts and agreements. 

This Is done both at the National Office level and thruugh the ten Job 

Corps Regional Offices. The capabilities of the Office of Job Corps to 

administer these far reaching operations has been greatly increased 

owing to the improved design and application of three Job Corps 

management systems: (1) The system for developing and maintaining the 
annual advance procurement plan/financial operating plan: (2) the Job 

Corps financial management system; and (3) the Job Corps cost reporting 

system. ^ 

The above accomplishments can be attributed directly to the 

capabilities of past and cuirent staff of the Division of Program 

Management and Review* For the most part, these staff members have a 

unique combination of technical capabilities coupled with Job Corps 

program knowledge that has been developed over a considerable period of 

time and enhanced by on-the-job experience. Continued successful 

implementation of these systems for fund accountability will hinge very 
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heavily on continued accessibility to this pool of knowledge. If the 
persons who are knowledge^le df these unique systems - and they are . 
uniq ue to Job Corps - are displaced* the systems are seriously 
jeopardized. To some extent this did occur after the 1984 Reduction-In- 
Force, Downgrading and Reorganization process. 

The impact of the RIF/Reorganization on the Job Corps is greater 
than the reduction in employment levels would indicate due to the fact 
that the 'loss of experienced staffers has been much greater. While the 
employment ceiling for the National Office w«;s reduced 10 positions, 
from ^^f 0 ^ f *^ere was an actual I^jss of 20 experienced employees. Of 
the tujtal of 44 employees on board as of September 1984 , 8 are nep 
transfers with no previous experience in Job Corps. While the 
Department of Labor's own regulations state that such transfers can 
only be madv if the new employees can reach a satisfactory performance 
level in 90 days, this has not been the case in Job Corps. In addition, 
the following downgrades occurred: GS-14 to GS-12; CS-13 to GS-09; GS- 
13 to GS-09; and GS-13 to GS-11. 

In the area of program review, it would be reasonable to assume 
that the reviewsof program operations can more effectively be done by 
persons with a knowledge of the program itself. That may sound 
s implistic, but the "catch" is that the Job Corps program differs 
con siderably from other ETA/JTPA programs an d knowledge gained working 
on o ther program s is not readily transferable to the Job Corps,, A 
serious displacement of staff on this function does weaken this 
activity* at least until such time that new staff have developed the 
program knowledge needed to do the job* 

National Office staff in the program review and fiscal areas are 
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actively involved in retrenching after the RIF. Unfortunatly the 
Regional Offices have not been able to adjust as veil without 
substantially more staffing. This issue is of ma far concern to 
AFGE.Local 12. 

Presently Job Corps Regional Offices have an average of one and a 
half staff per center to contract for and administer the operation of 
!nb Corps centers. This encompasses a broad range of technical and 
rw*fiageri;tl responsibilities including the conduct of procurements, 
monitoring and evaluation of centers, administrative processing and 
control of invoices, property* etc* In addition, Federal regional 
staff must review applications and determine assignments of specific 
applicants to particular centers as well as arranging for the 
transportation of the enrollees from their home communities to the Job 
Corps centers. It is not reasonable to expect 1.5 staff per center to 
accomplish all of these responsibility > plus provide clerical support. 
£p ff*t, v it cannot be done. It is only through the personal dedication 



provided is even more readily apparent when trends in staffing levels 
are examined. In 1977, there were 4.1 regional office staff per 
center. Today there is only 1.5 staff per center* 

In addition to the actual staff /center or workload relationship, it 
is germane and noteworthy that the present nature of the work to be 
performed has changed drastically because Job Corps is now implementing 
a policy: 

# of full competition versus sole source procurement for centers 
(competitive procurements give rise to a much greater worklo&~ as 




personal time outside of work hours that services 



to corpsmesbers have been maintained in recent periods. 

The immensity of this task in relation to the staff resources 
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procedures .are very time consuming end resultant protest and lawsuits 
require additional time and effort); 

* of full competition for outreach/screening, placement a 
support contracts; 

m 

# of closer controls over the management of disturbances and 
incidents on Job Corps centers including detailed reviews at the 
regional and national level; 

* of increased audit coverage calling for a heavy workload on the 

part of program staff to supplroent and respond to the work of OIG 
auditors; 

- * of changing vocational offerings in Job Corps centers; 

• of establishing new facility standards and improving the 
process of renovating deteriorating facilities; 

* of revising all guidelines and requirements. 

While all of these policies and initiatives are well directed, they 
clearly represent substantial workload increases. Why then, has staff 
been reduced from 4.1 regional staff per center to 1.5 staff currently? 

Recent efforts to achieve off-setting efficiencies including 
decentralization of so«e functions to centers (e.g. recordkeeping and 
records retention) and automation of some regional functions represent 
sofic work reduction. However, the facf remains that the staff 
reductions, expecially those in the regions, make it difficult, if not 
impossible, to handle workload increases related to policy changes 
being implemented or planned. 

AFGE is concerned that without an increase in the staff levels of 
the Job Corps program in the Regions and in all components of the 
National Office, but especially in the Program Review area, there will 

* 

i 
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be a substantial loss in the quantity and quality of services provided 
to the disadvantaged youth the progress is mandated to serve, 

A FCE ask that at least a temporary increase in ceiling, to provide 
additional staff for Job Corps be mandated by the Congress . An 
increase of only one-half staff per cent e represents approximately 54 
positions and v ould be a beginning in ensuring that services to 
corpsmemhers do not det eriorate* After a period of two yea r s, an 
assessment shou ld be conducted to determine if further restoration of, 
staff levels is n e eded t o ma int a in quail ty ser v ices* Th i s i s _t he 
twent J c th_ jinn i versary of a highly successful program addressing this_ 
Wat ipn f *_most ^rverely d ; sadv >nt aged youth. It is im portant that the 
successful operant o_n of this program not be endangered by overzealous 
yie ld ing of t he i'J^£Sf_ rut t ing ax . 

The Job Corps program has also been adversely affected by the 
procedures for conducting a RIF combined with a reorganization, and the 
haste with which it was carried out- The workforce in the Employment 
and Training Administration*, many of whom hive worked for the agency 
15 years or longer, has been severely demoralized by the complete lack 
of regard shown by management for their interests during the recent 
RIF. Rather than cooperate with AFGE, Local 12 to explore ways to 
reduce the udvtrrse impact t management rushed ahead with its actions 
without adequate preparation, and without completing consultations and 
negotiations. Conducting a reorgdjaiF-ation at the same time as a RJF 
generated enormous confusion, and maw it next to impossible to monitor 
the movement of employees from one position to another* The appearance 
of favoritism in the treatment of some employees, if not the reality, 
has totally undermined any semblance of employee respect for the 
government's personnel practices. Such shabby treatment of its r 
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^kforce must inevitably have' a negative impact on the productivity of 
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the programs. 

^Further evidence of the lack of adequate planning on the part of 
'danagement is the absence of an, analysis of workload requirements for 
the positions established in the' reorganization^githout such an 
analysis, the allocation of positions among the various program in the 
Employment and Training Administration was arbitrary at best. The fact 
«that oroceding in such a manner violated managements own regulations 
only reinforces Local 12's misgivi&s about the entire process. 

In addition, the reorganisation has resulted in the widespread 
relocaUon of employees in the Patrick Henry Building. The Job Corps is 
now spread out in three different locations inside the building, having 
previously been concentrated on one corridor. Several employees were 
moved to new offices without phones /and with the dispersal of the 
offices some phones are being answered by secretaries not in the Job 
Corps. All of this has had an adverse impact on the ability of 
employees and clients to communicate with each other. 

m 

tw *{-T.F firmly believes that chan g e "™ necessary in the RtF , 
reflations if the negative consequen c es of such reductions in force 
«nd realizatio ns are to be fl n igisd. Specifically, we recommend ,, 
passage of legislation to mandate the e«haustion of. alternatives prior 
L ~_.„ r BtF- And second ly, that th e re be a freeze on all personnel. 
KliSMbJSSlS&S* r«"W>"* 7 Mt - i -°ga±Ja r a "HHwun of 90 days before or 
af ter the date of the RIF, 

Attachments * 
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FY 19fS-84 JOB CORPS STAFFING LEVBtS 
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mTXk^rnav Th*?™' ^S?* ST a "y questions he may have, 
of questSns N X ° U ' Mr Chairman - ' have just 

You mentioned in your testimony one of the concerns th«* I 
pressed to the last panel about people with ittle ki^Xw of jl" 

STat wS!" B l , Adn,iniStrati0n employment KeTS 

$£ ^k£h? ^?, a T"^?''™ of the entire agency at thTsaSe 

„' *X: r y ftad m the Job Corps was not the same as th* 

PufermnT t,0n8 P reviousl y ? r the character ofThiS ^SJftkST 
Kuthejmore, management unilaterally made determinations mS5 
certain positions would be kept vacant iwSg& 13? em 
Ployees could not remain in those position? orfcunp into them" 
There are currently two vacancies intne Job <W% That vSu' 
had was a situation where, besides the RIF proceSr^^XlS 

5Sk JJST T u ha I' 1 th , mk : greased the impact of the RIF on the 
£?«?J rp8 ' l r vhlch J re8ul , ted "» 20 former employees of <L » On™ 

««S^2Sr £ T Ieavmg th ? and 8 employees from other 

terred ir??her; mP,V,TOnt *** Training AdministrXfbStrSS 

hJ2?f}\u il wm t hB n f tth of the WF. I don't have the futures 
^ . At the same time there were numerous, whTt they cX d£ 

SS^JS? ,gni 5 Cnt8 of i*°P le to Position., and Hon VhSe the 
w^T!±?iS n here to ^termine out of those eight how man J 

S 'the MF* reaS81gnmentS 88 ^P 08 * 1 to retreaUnl and buiS 

Co^P M ro g r^ 811 ™> - - the Job 

Mr. Urquhart. In the previous fiscal vear th*r*> uro~» :« 
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Mr. Ukquhart. That is correct. There were 36 employees left, 
and then there were H new transfers in to bring it up to a total of 

Mr. IWcKernan. Mr, Chairman, I have no further questions. But 
I would like to have the opportunity to file some written questions, 
both to ETTA as well as to Mr, Urquhart to try to get some specific 
details after people have a chance to review their records, 

Mr, Spratt. Thank you, Mi;. McKernan. I $ink that would* be 
helpful. 

One of the questions I was gbing to ask was, is it possible for you 
to submit a chart or do you turve one with you today showing how, 
No, l f the national office aoo regional offices were reorganized and, 
two, showing specifically, by job function, who was bumped out and 
who was introduced into slots, particularly those where new mem- 
bers were introduced without any expertise at all in the Job Corps? 

Mr. Urquhart. I would love to be able to present that nforma- 
tion to you. We have requested it of management at the Depart- 
ment of tabor. They supplied us with the retention registers, and if 
you have ever tried to follow retention registers, you know the dif- 
ficulties in trying to follow all the personnel actions involved. 

As I say. it is a tremendously difficult process because you are 
working with two different organizational structures at the same 
time. 

We will provide you with what we can, but we have been unable 
to trace all the personnel actions involved. 

Mr. Spratt. Then without objection, the record will remain open 
to receive whatever material you can supply for our record along 
those lines, as well as any written responses to any written ques- 
tions Mr. McKernan might submit to you. 

(The material follows:! 
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Mr Spratt. You mentioned a regulation of the Department of 
Labor or maybe it is of the ETA which requires that any employee 
who makes a lateral transfer or a transfer into a slot where some- 
one is bumped must be able to measure up within 90 days. 
. Could you cite that particular regulation? 

Mr. Urquhart. It is the Department of Labor supplement, sub- 
chapter 2 to fPM 851, section B-7-A. 

Mr. Spratt. Do you have the text of it there? Could you briefly 
read it? 

Mr. Urquhart. I do not have the actual wording of the text here. 
I can supply that for you. 

Mr. Spratt. The essence of it, however, is that anyone who 
bumps into a position must be able to meet the requirements of 
that position within 90 days? 

Mr. Ukqi hakt Right. Must be able to reach a level of satisfac- 
tory performance within 90 days. 

Mr. Spratt. OK. The record, without objection, will remain open 
to receive the exact wording of that regulation. 

(The material follows:] 
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. 5 UFCHAFTER 2 - RETENT I ON FACTORS 



(6) Differences 4Ln work schedules among other than 
full-time employees who would otherwise be assigned to the 
same competitive level do not constitute a basis for estab- 
lishing scpmate competitive levels, 

(7 ) Exceptions 

(d> yiore than one competitive level may be 
established for positions having the same class title when 
such positions hav€? special or # additional qualification re- 
quirement* {experience, training, skills and gWTTties as 
approved by DPM ) which are essential in order for a new in- 
cumbent to be able to reach a level of satisfactory perform- 
ance within a relatively short period (e.g., 90 days or 
leys J alter entering the position, 

(b> In rare instances, positions classified 
with ditterent class titles may constitute a competitive level 
when tile, jobt; are so sirailiar in ail important respects that 
the incumbents thereof are interchangeable without significant 
training and without unduly interrupting the work program- 
However, when positions with different class titles appear 
to belong in the same competitive level, this may be an indi- 
cation that some of the positions are incorrectly classi- 
fied and that unnecessary titles ate being used. If this 
proves to be so, then some or all of the positions determined 
to be in the san/? competitive level must be reclassified so 
that all have the same class title. 

On the other hand, if separate class titles are justified and 
the positions ar.e 3^x11 determined to belong in the same 
competitive level, an Explanation of the reasons should he 
maintained for the record and be available for review by 
anyone who requests it. 

c - Competitive Level Coding Syste m 

(1) The prescribed uniform system defined below 
is applicable Lepat tment-wide tor the coding ot competitive 
levels. 
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72 BEST COPY 



) 

69 

« 

Mr. Spratt. Yes, Mr. Uniuhart? 

Mr. Urquhart. That is also included in the performance apprais- 
al standards— that you can be appraised within 90 days after a 90- 
dav period in the job. 

Mr. Spratt. Thank you very much for your testimony and for 
coming and for your submissions for the record and for your assist* 
ance prior to the hearing. 

Mr. Urquhart. Thank you. 

We will be happy to answer any further questions you put to us* 

Mr. Spratt. Thank you. You may have some. 

The next witnesses then are Mr. Frank Casillas, Assistant Secre- 
tary for Employment and Training of the U.S, Department of 
Labor, and Mr. Peter Rell, Director of the Job Corps. 

Mr. Casillas, you may proceed with your testimony in any 
manner you choose. We will accept, without objection, your print- 
ed, prepared testimony for the record. You can summarize it; you 
can embellish it; you can do anything you please in order to 
present your remarks. 

STATEMENT OK FRANK CASILLAS, ASSISTANT SECRETARY FOR 
EMPLOYMENT AND TRAINING, IIS. DEPARTMENT OF LABOR. 
ACCOMPANIED BY PETER RELL DIRECTOR* JOB CORPS 

Mr. Casillas. Mr. Chairman, I think if it is all right with you I 
would like to read the testimony. 
Mr. Spratt. That is completely agreeable. 

Mr. Casuxas. Mr. Chairman and members of the subcommittee, 
I appreciate the opportunity to appear before you today to review 
the Department of Labors administration of the Job Corps Pro- 
gram and the measures we are taking to improve it. 

I would like to begin with a brief overview of the Job Corps Pro- 
gram, then discuss recent developments in the program, focusing 
on actions we have taken to address problems w» have found, and 
conclude by responding to specific questions that were raised in 
your letter of invitation. 

Mr. Chairman, like all training and employment programs, the 
Job Corps is committed to increasing the employment and earnings 
of those it serves. However, the Job Corps is unique in several key 
ways: 

First, the Job Corps targets the most severely disadvantaged 
youth. 

Second, the Job Corps provides a comprehensive array of services 
to all enrollees, including: vocational training, remedial education, 
health care, counseling, and other services. 

Third, the Job Corps is, with only limited exception, a residential 
program. 

Through 107 Job Corps centers, the program provides 40,544 
training service years annually. The typical Job Corps enroliee is 
an economically disadvantaged 18-year-old who is a high school 
dropout and reads at the sixth grade level. He or she comes from 
an environment characterized by cultural deprivation, a disruptive 
home life, or other disorienting conditions impairing the youth's 
ability to successfully participate in other types of education or 
training programs. Sixty-three percent of Job Corps enrol lees are 
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male, 71 percent are minority, and 75 percent have never been em- 
ployed full time. In the current fiscal year, reports indicate that 
approximately 75 percent of the corps members leaving the pro- 
gram are achieving positive outcomes, with 59 percent of the ter- 
minees entering unsubsidized employment. 

Obviously, given the nature and intensity of its services, the Job 
Corps is an expensive program. We estimate that, for program year 
1JIH4, the average ccst per service year will be $14,648; this com- 
pares with an estimated $13,723 for fiscal year 1983. 

For program year 1985, we have proposed $600 million for the 
Job Corps. This funding, coupled with several cost-saving initiatives 
designed to yield $34 million in savings, will be adequate to main- 
tain current service levels. 

In the late 1970's, the Job Corps undertook a major expansion, 
nearly doubling in size. The administrative and oversight capacities 
of the program do not appear to have kept pace with this expan- 
sion and problems developed on several fronts. From the outset of 
this administration, therefore, we have devoted substantial atten- 
tion to rectifying the deficiencies in the overall administration and 
accountability of the Job Corps. Although these efforts are not yet 
complete, substantial progress has been made. 

One of our first initiatives was to overhaul completely the Job 
Corps procurement system to provide a set of checks and balances 
that minimize the potential for abuse. We established standardized 
procedu.es for all procurement actions and clearly defined staff re- 
sponsibilities in the procurement process. Major emphasis was 
placed on utilizing the competitive process in procurements. 

Let me briefly summarize several other steps that we have 
taken: 

To improve financial management systems, we established a uni- 
fied budgetary structure for planning and tracking Job Corps costs. 
We strengthened accountability through the development of auto- 
mated systems, revision of reporting requirements, and utilization 
of the unified budget system in planning, internal control, and cost 
reporting. 

A comprehensive audit program was implemented to eliminate a 
backlog of unaudited Job Corps contracts. The Department is now 
providing audit coverage— including audit resolution and debt col* 
lection activities— for all major functional areas. 

We have developed performance standards for the Job Corps. Ini- 
tial standards were put in place in June and are being incorporat- 
ed into the procurement process for contract centers, 

During the last year, new procedures were implemented govern- 
ing center operators' prevention, reporting, and resolution of signif- 
icant incidents. 

We completed a comprehensive review of all vocational training 
programs to determine their effectiveness and to identify high 
growth occupations which will offer increased placement potential. 
We are now in the process of implementing vocational changes on 
a center-by-center basis. 

Finally, we are developing improvements in our system for iden- 
tifying and addressing facilities* needs. 
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During the ci|mng $*»ar we .will continue to improve our fiscal 
control and munagt'nu'ni systems, including revising all adminisr 
trative publications a&d iss^nces. 

The changes that w$> have implemented have enabled us to re- 
strain the growth of operational anit costs; in real terms, we have 
reduced them. • . 

Rising program cc^t^ronfinu&^o be of major concern, ^however. 
As noted earlier, ct^frfjer service year is projected to rise to fi4,ti48 
in the 1984 program year. In addition to- -expenditures for 'oper- 
ations, there are significant funding requirements for capital ex- 
penditures to maintain and assure the safety and health of the 
corps members. 

Mr Chairman, at this time I would like ft o respond to specific 
questions raised in your letter of invitation. First, you asked 
whether the budget and staffing levels for the Job Corps are suffi- 
cient, answer to both is yes. As I mentioned earlier, our fiscal 
year 198;> budget will maintain the enrolled capacity at the level of 
40,544 service^years. To accomplish this in the face of rising tv/sts, 
some cost-saving measures will be necessary. Specific measures we 
have proposed include: reductngjthe costs of operating civilian con- 
servation centers, limiting capital expenditures for facility con- 
struction and rehabilitation, and increasing overall productivity 
through more efficient use of center resources. Even with these ef- 
ficiencies, however, th^ cost per service year will continue to in- 
crease aid Job Corps will remain one of the most expensive train- 
ing programs in the country. 

With regard to stafQrfg levels, wt- have provided the subcommit- 
tee detailed information on national and regional office Job Corps 
staffing in recent years. Currently, the Job Corps is authorized 151 
positions in the 10 regional offices and 46 positions in the national 
office. The actual number of staff on board is slightly below these 
levels. We are, however, actively recruiting to fill these vacancies. 

We are confident that theSe staffing levels are sufficient to carry 
out effectively all of our responsibilities in administering the pro- 
gram. It should be kept in mind that other offices of the Employ- 
ment and Training Administration and the Department of Labor 
provide additional support in administering the program, and that 
these staff are not reflected in the figures Fhave provided you. For 
example, ETA's Office of Program and Fiscal Integrity handles in- 
vestigations and audit closeouts relating- to the program. Our 
Comptroller's office provides fiscal control support to the program, 
and our Office of Acquisitions and Assistance reviews regional pro- 
curements and handles national office procurements for the Job 
Corps. 

Outside of ETTA, other Department of Labor agencies perform im- 
portant functions relating to the program. The Office of the Assist- 
ant ^Secretary for Administration and Management is responsible 
for safety and health reviews of Job Corps centers. The Office of 
the Inspector General conducts audits and investigations of the Job 
Corps. 

In your tetter you asked about regional office and Job Corps 
center reviews. The national office conducts an operational review 
of each regional office once every 2 years; these regional office re- 
views involve e or six staff members. Regional offices conduct an 
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otusitf review of each Job Corps center once a year. Typically, five 
to eight staff members are sent on these onsite reviews. These 
numbers have remained the same over the past 5 years. 

Finally, you asked that I describe Job Corps application review 
procedures. Each Job Corps applicant is individually interviewed 
by a screening agency to determine the applicant's eligibility and 
capacity and motivation to participate in the program. The screen- 
ing agencies include State job service offices and private contrac- 
tors with expertise in dealing with youth. Job Corps provides 
screeners with detailed instructions regarding verification of the 
enrol lee's qualifications. This may involve contacting local schools, 
neighbors, juvenile authorities, health facilities, court records, and 
parole and probation authorities. Applications of potential *• nroll- 
ees that are questionable because of health or past behavioral prob- 
lems must be submitted to the Job Corps regional office for review 
and approval. The Job Corps regional office has access to profes- 
sional health and mental health staff who are utilized in reviewing 
these applications, when appropriate, and a determination is made 
by the regional director whether or not to accept tigese applicants. 

The major criteria used in screening applicants foFBhtry into the 
Job Corps are age, family income, past behavior? motivation, 
health, and parental consenjt, if the applicant is a minor. 

Mr. Chairman, this concludes my prepared statement. At this 
time my colleague and I would be pleased to answer any questions 
that you and other members of the subcommittee may have. 

Mr. Spratt. Thank you very much. 

Mr. McKernan? 

Mr. McKernan. Thank you, Mr. Chairman. 

I would like to hear your explanation of some of the concerns 
that were expressed here earlier about the RIF and accompahied 
by a reorganization which resulted in a number of people being in 
a position at the Job Corps where they did not have the expertise 
that people had had before all of this reorganization and RIF. 
Would you like to comment on that? 

Mr. Casillas. Mr. McKernan, I came on board in May, so for all 
practical purposes the RIF had been completed. However, I did 
look into it immediately and determined that the RIF*ing, in the 
case of Job Corps, was not as extensive as in the remainder of the* 
agency that I run. There was & situation where people were 
brought in, and some would like to state that they were inexperi- 
enced. However, I remind you that the regulations for RIFing re* 
quire somebody coming into a specific job to at least be qualified 
for that job. So, the overall qualifications were there for the people 
coming in. 

It is true that they were not as experienced as- one would like, 
but I would like to state that Job Corps has in place and has had in 
place for some time an excellent training program. It is an ongoing 
program. As I understand it, it has even been beefed up more re* 
cently to enable those people to quickly come on board and get up 
to speed. f 

So, getting back to your question, I see no problem except for a 
slight bump, of affecting immediate service, since these people will 
eventually be qualified through training. 

Mr. McKernan. Are there any more KlFs planned? 
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Mr. Camillas. The unNwer is negative. 

Mr. McKkknan. As we were preparing for this hearing, we real- 
ized that through some of our conversations with people in your op- 
eration, as well as in your testimony, that ffl percent of the people 
in the Job Corps Program at e male. 

Has there been any effort to increase the number of females in 
the program? 

Mr. Camillas. Mr: McKernan, sinA being on board in May and 
following my style of management, I immersed myself completely 
by going out where the action is. I have probably hit 'Ml States .so 
far in reviewing JTPA and the Job Corps. I have met with the Gov- 
ernors and the State liaison people, and I have visited four Job 
Corps centers*' L visited the one in Sacremento. I visited the one in 
Miami. I visited* he one in Los Angeles and one in Laredo, TX. 

I Ccii assure you that the programs are excellent programs, and I 
am very impressed with Job Corps as an overall program. 

In terms of issues that I asked to be briefed on. one of the prob- 
lems is, as you have indicated, the ratio of males to females being 
higher than we would like. We have instituted some programs 
through Mr. Rolls office to try to alleviate this problem. We are 
making a special effort to increase the ratio of female enrollees. 

Mr. McKkknan. Finally, if you could just talk about— since one 
of the reasons for the Job Training Partnership Act w&s to get 
more interaction between not only the Federal Government and 
the private sector but the State governments and local govern- 
ments a* well— whether or not you have noticed any of the State; 
or communities picking up the Job Corps model-tvpe program as 
p*>t of the JTPA. 

Mr. Casillas. Mr. McKernan, as you are aware, title 1I-A of 
JTPA provides for training, which includes youth. As a matter of 
fact, the requirements are that at least 40 percent of the funding 
be used for youth training. We find that there is kind of an overlap 
between serving the youth in the Job Corps Program and that of 
title H-A. 

In my travels and in talking' to many in the last few months ~ 
SDA s and'State people— I find that there has not been a whole lot 
of coordination between the title II-A SDA people and the Job 
(^orps. * 

I personally would like to see— and 1 think there is a vehicle 
there whereby there could be—cross fertilization between the SDA, 
perhaps doing outreach, and intake into the Jfib Corps. We do 
have, as you aware, fixfcd assets involved in Job Corps— $tiOO mil- 
lion is the funding. They have excellent programs. We think that 
because of the fixed nature that there are some aspects that could 
be taken advantage of by title II-A youth. 

I am going to propose, and encourage, some cross fertilization 
and coordination between the SDA, title II-A. and the Job Co 

That is what I am going to be doing. 

Mr. McKernan. I have no further questions, Mr. Chairman. 
Mr. Spratt. Thank you, Mr. McKernan. 
Mr. Casillas, thank you for your testimony. 
You have expressed admiration for the Job Corps Program. Is it 
your opinion, having studied it thus far, that it does demonstrate a 
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payback, that the (iovernnient does have a positive return from its 
investment in this program? 

Mr. Casillas. Yes, sir, Mr. Spratt, As I have said, I visited four 
of them. I have met and talked with people running the programs, 
I have talked to a lot of the participants, the enrollees, the corps 
members; and I am impressed with the kind of programs that are 
installed at the Job Corps, The combination of remedial training, 
vocational training, working at ones own pace, represents a dif& 
ent approach from the regular school system and is imprest e. 
These are youth that 1 am convinced will succeed only through 
that kind of # program. I am very proud that we have the Job 
Corps in place today for these kinds of youth. 

Mr. Spratt. In preparation for this hearing I read some studies 
and histories of the Job Corps, some of them journalistic. It seems 
to tell a story of a program that began ideal istically in which those " 
running the program learned a lot of things the hard way, and the 
expertise was gathered sometimes at great cost to the Government, 
and there were starts and misstarts. 

But it seems that we have achieved a level of understanding of 
the prohtem and that the program is working now and that it has 
bottomed out and we have developed the human technology and ex- 
pertise to run the program. 

Is that your assessment also? 

Mr. Casillas. Yes, sir, Mr. Spratt, that is my assessment. 

Mr. Spratt. What is your prior experience? Have you had any 
previous experience with Job Corps or with work training pro- 
grams? 

Mr, Casillas. I would like to spend a couple of minutes and give 
you my background. 
Mr. Spratt. Sure. 

Mr. Casillas. I was born in Mexico, but I came to the country 
quite young. I got an engineering degree from Purdue University. 
Following Purdue, I went to work for large corporations, for the 
most part— Standard Oil of Indiana, as an engineer; General Elec- 
tric in the computer field; and recently the Allied Corp.; and in the 
last couple of years I have had my own consulting firm in micro- 
processors and computers in general. 

I consider myself extensively qualified in management tech- 
niques, but I have also, in the area of my career, taught a couple of 
years at Purdue University in mathematics. I have been involved 
in a number of organizations relating to youth. I am a zneftiber of 
the Council for Minority Scholarships sponsored by the President's 
Council for Minority Engineering Scholarships. 

So, I think I have got the qualifications, and basically I want to 
bring them to your attention to tell you where I am coining from. 

Mr. Spratt. I think that is very helpful. 

One of the things that concerns me is the statement made by Mr. 
Watkins that the network has been disturbed. 

Mr. Casillas. I am not familiar with Mr. Watkins. 

Mr. Spratt. The gentleman who testified earlier, Mr. Herb Wat- 
kins. I wonder if you were in the room when he testified. 

Mr, Casillas. No, I wasn't. 

Mr. Spratt. I beg your pardon. I thought you were. 
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What he effectively said— summing up a number of remarks that 
the three of them on that panel had made— was that the network 
has been disturbed, that there has been an ethos expertise created 
here that has been learned over a period of time, summed up, I 
suppose, in the word called judgment that is not an easily transfer- 
able skill. It is not an acquired thing; it is something that we just 
can't pick up in 90 to 120 days. This network of experience and ex- 
pertise has been broken, has been disturbed by the RIF's; it has not 
just been a rearrangement; it has been a change not just in 
number but in quality. 

That is our concern. That is what we are probing today. That is 
the purpose of an oversight hearing. 

You share that because you have been in management before, 
and you don't want to cut muscle; you want to cut fat. 

Mr. Casillas. Absolutely. 

Mr. Spratt. On page 2 of your prepared testimony you say; 

The Job Corps in the late 1970'h undertook nwyor expansion, nearly doubling in 
h\tx* The administrative and oversight capacities of the program do not appear to 
have kept pace with ihm expansion and problems developed on several fronts. From 
the outset of this Administration, therefore, we have devoted substantial attention 
to rectifying the deficiencies in the overall administration and accountability of the 
Job Corp* 

Do you have records, or do you know, there to indicate what size 
of administrative staff there was in Job Corps in 1978, the late 
1970's period that you were speaking of/ 

Mr. Casillas. Mr. Spratt, I have numbers going back only to 
19H0 in front of me— when we had a total staffing of 294 in Job 
Corps. As I indicated in my statement, currently we are staffing for 
197 total for 1984. So, I only go back to 1980. 

Mr. Spratt. The only reason I was pursuing that time period was 
that you had mentioned that time period— the late 1970s. 

My numbers^indicate H17 in the regional offices and in the na- 
tional office— 239 in the regional offices in 1978 and 78 in the na- 
tional office. 

Do you know what your administrative stafT is today? I presume 
you do. It is 151 in the regions and 44, with an allotment of 40, in 
the national office. 

Mr. Casillas Correct. 

Mr. Spratt. How many Job Corps centers did you have in 1978? . 
Do you know? 
Mr. Casili,as. I don't know. 
I would like to submit that for the record 

Mr. Spratt. Does 66, Mr. Rell, sound right to you? I have a 
record that we ^an submit for the record, and you can verify 
whether or not it is accurate because I think for the purposes 

Mr. Casillas. That will be Fine. We will take that number and 
will submit the actual number for the record. 

Mr. Spratt. I think it would be helpful to have you validate this 
particular chart, anyway. This one has been clipped off by the 
Xerox machine. 4 

This is a Job Corps by fiscal year, and it begins with the begin* 
ninf* of the program and runs out through 19K2. It is an extremely 
helpful summary. I will confess I don't know where it came from. 
That is the nature of Xerox machines today. 
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Mr. Cash xas. I only have the last numbers. 

Mr. Spratt. Oh, I am informed that it is CRS that provided that 
for us, So, this is something that CRS has developed in their stud- 
ies tor Congress of the Job Corps Program. 

Well, then, without objection, the record will remain open at this 
point to receive your validation of the figures we just mentioned 

{The material follows:] 

The information prt-*entt-d is correct Current staffing levels are 1T>] for the HI 
Job 1 orn* Regional Offin*. and Iff for the National Office. At the end of Fiscal Year 
\%~ S 'J. * "V™ MJ ' u ** Vin ^ enters in operation, with a Federal staffing level of 
Hi N-veiity eitfht at these j**i!iuns were in the national office, and in the re- 
gional offices 

Mr. Spratt Mr. Rell, ha%e you hud a chance to see this? Are vou 
familiar with this particular chart? 
Mr. Rku.. Yes, Mr. Spratt. I believe those numbers are correct 
Mr Sprait. OK. Thank you very much. 

We will have it incorporated it as part of the record so that will 
be helpful. If you will takr it with you and if you see any mistakes, 
then that will be helpful to us in simply establishing what the his' 
tory of the program has been. 

Mr. Casi!.i.as We will do that, Mr. Spratt. 

Mr. Sj*katt. The record will remain open to receive your re- 
sponse regarding the chart. Without objection, so ordered. 
{The material follows:) 

Hax-d un ail information available to us. we agree that the chart represents an 
accurate *ummar\ oj .Job C orps activity level by Fiscal Year 

Mr. SrKATT. In VMH I believe you had Mi centers; is that correct? 

Mr. Cashj-as. That is correct. 

Mr. Spratt. And today you have KIT centers? 

Mr. Casillas. That is correct, 

Mr. Spka rr. So you have had an increase in centers from JRi to 
107. 

In l!*7x how many service years wjis Job Corps putting in? 
Mr. Cahimjis. 44.021. * 

Excuse me, those are enrol lees. The service years art 

Mr. Spratt. The second column from the left, 22,5MM> 
Mr Casiixas. Yes, 22,!MM>. 

Mr. Spratt. And how many service years an* being rendered 
t«duv? 
Mr Casillas. 40,(K)(i. 

Mr. Spratt, So, we have about 45 percent more centers since 
10iS. I am using that figure, that period because that is the period 
where you said they were deficient, there were deficiencies and 
problems that developed that were perceived by the administration 
when it came to office. 

Mr. Cash,i*as. Yes, Sir. • 

Mr. Spratt. Since that period (Jf the late 1970s, we have aug- 
mented the centers by more than 40 percent. We have added 85 
percent more sen' ice years and yet we have one less, that is, one- 
third less administrative staff. 

I don't quite understand the nature of your testimony. I am not 
really picking at you. But what you say is that the problem is an 
administrative and oversight capacity problem dealing with. the ex- 
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pansion of the program, and the program has expanded substan- 
tially. But at the same time the administrative and oversight ca- 
pacity has measurably, significantly declined. 
I don't understand that statement. It seems to be at odds with 

the facts, 

Mr. Casillas I guess we are talking about, perhaps, two parts to 
your question. There is the fact that we brought in some less expe- 
rienced people because ofrthe RIF. The other one is the RIF itself. 

As I came in from private industry, you know, I shared your con- 
cern and I asked the same question you are asking me now. Why 
did we do the RIF the way we did it? I was concerned that we do it 
by regulation. We followed the rules; we followed the procedure; we 
followed the methodology inherent to Government service, I guess. 
That calls for experience and military service, and that is the way 
the RIF works. That is what 1 was told. That is the way it went. 

So, we had to let some people go. In the private sector where I 
come from, we would have done it differently. We would have kept 
the more experienced people regardless of service or service records 
or anything else. 

That is one thing that 1 had to abide with. It was done by regula- 
tions, 

I would like to say that as I got into it, 1 can assure you that key 
management of Job Corps was maintained. The key management 
I people were not RIF'd, They are in place. The percentage of new 

people coming in, I think, was relatively low. I don't think it was 
that significant, and I think the key here, as I have been told, is 
that the training took place immediately. This was accelerated 
training for new staff, even though we had training in place at that 
time. 

I am convinced that we are going to train those people quickly. 
As I said earlier, outside of a slight slump in efficiency, they will- 
be back on stream very, very quickly. 1 have been out to the Job 
Corps centers and I have been talking to our staffs at the regions, 
as well as here at the national office with Peter. I am convinced 
that today for what we are producing in terms of quality and serv- 
ice, we are adequately staffed. . 

Mr. Spratt, Still pursuing the question, though, you said that 
there was a perceived deficiency in oversight and administrative 
capability but there has been a decline by nearly 40 percent in the 
administrative and oversight capability of the Job Corps overhead. 
If I am wrong, please correct me. 

Mr. Casillas. No, that is a correct statement. It is in my state- 
ment. 

Mr. Spratt. OK. 

Mr Rell. Mr, Spratt, it is correct that the numbers of staff have 
declined over the period that you indicate. However, I don't think 
it is commensurate to say that the quality or the ability to exercise 
those oversight functions has declined. The problems that we found 
and recognized were an absence of adequate systems and adequate 
* coordination with other areas of the Department, which also pro- 
vide services and oversight to the Job Corps. 

We believe— and I think the previous testimony has indicated— 
that substantial improvements have been made in streamlining the 
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program, in the methods and procedures and systems that are used 
to carry out oversight activities. , 

As a result, I think it would behoove us to look not only at the 
sheer numbers of staff that are involved but also the tools, auto- 
mated systems, and things of that nature that they have to work 
with. 

Mr. Spratt. I would be delighted to do that. I think that is what 
we need to do. I don't want to look just at numbers. 

Let me ask you a question about your types of review. You men- 
tion on page (» of your testimony that there are two types of review 
performed by the national and the regional offices^First of all, 
there is an operational review of each regional office every 2 years. 
This is page of your testimony. 

Mr. Casuj-as, i'hat is correct 

Mr, Sfratt, I know you are just on the job, but have you ever 
read section f!84. 134(c) of your own regulations? And are you aware 
of the fact that tho^e regulations read as follows: "The national 
of fice shall conduct an operational review of each regional office at 
least once per fiscal year"? So, what you are saying is that you are 
only performing there at 50 percent of your own stated level of 
review. Your own regs call for one review per year, and you are 
only able to do it every other year. 

That implies to me an inadequate staff. I am going to give you 
the benefit of the doubt and assume that you are not lazy, that you 
are not doing it simply because nobody wants to' go out and do it. 
You don't have the staff to do it. 

Mr. Casillas. Well, as I said, we do it once every 2 years. 1 don't 
think that necessarily implies 

Mr. Spratt, But you set the standard for yourself, and you are 
not even keeping your own standard. 

Mr. Casiu-as. I must assume that is simply the procedure that 
we have instituted, that we are doing it every 2 years. I don't think 
you are corrwt in saying that, therefore, or ergo, we don't have 
enough staff. 

Mr. Spratt. Well, I read the rule, that is, the regulation as a 
rule, and somebody decided it would be prudent 

Mr. Casillas. But you are making a conclusion after that state- 
ment 

Mr Spratt. Oh, but it is a conclusion. 

Mr. Casillas. We do it every 2 years. The conclusion is that we 
don't have enough staffing. That is not correct. 

Mr- Spratt. OK. What is the answer then? That's fine. That— 
why don't you do it more frequently? 

Mr. Kkll Mr. Spratt, the statement in the testimony refer- to 
comprehensive onsite reviews that are conducted every 2 years. It 
is a fact that we review our regional offices more often than that 
through monitoring visits from the national office. There are vari- 
ous ways. Mr. Spratt, that reviews can be conducted. They can be 
conducted through assembling a team of staff at one time and com- 
prehensively examining a regional office over a period of 5 days. 
That is the usual thing. 

Another way of doing it is to review specific functions of the re- 
gional offices through monitoring visits from the national office 
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utilizing special i/ed staff in tht ir areas of expertise. That is ongo- 
* ing 

I think un an overall basis the intent of the regulation is satis- 
fied by a combination of different methods of review, 

Mr. SpkaiT. Do you have under consideration a revision of your 
regulations so they will conform with your own procedures, then? 

Mr. Rkix. Yes, sir. We are in the process of, as the testimony in- 
dicates, revising all publications and administrative issuances af- 
fecting the Job Corps. At the conclusion of that process, we will go 
forth with a set of technical amendments to the regulations which 
will incorporate not only the minor adjustments in the phrasing in 
that area'but a number of others, 
\ Mr. Si'Ratt. This refutation which doesn't say "onsite" and I 

didn't say "onsite," says "operational/' It also says: "Such reviews 
shall include at least evaluations of some centers selected at the 
discretion of the Job Corps Director." Isn't it a fact that you 
haven't been able because of staffing deficiencies to conduct a re- 
gional review which also involved a Job Corps center review in sev- 
<• 1 3 vears? •■ 

v Cash,las I don't think that is the case, but go ahead, Peter 
i' Hki.i.. That is not correct, Mr Spratt. 

x - >katt. Can you provide for the record those cases where 
you have provided regional Yeviews, where you actually sent a 
team out to see the Job Corps centers and that team was from the 
national? 

Mr, Rkli,. I would be pleased to submit that for the record. I can 
immediately recall the last several months when I sent a national 
office review team to the Old Dominion Job Corps Center, •< r ex- 
ample, to conduct a comprehensive review of that centerywhich re- 
sulted in some major changes in the program. 

Mr. Spratt. Without objection, the reconf will rer^\g open to re- 
ceive that submission of regional reviews. 

(The material follows:) 
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REGIONAL OFFICE REVIEWS 

Job Corps regulations at 20 CFK 684.134(c) call for an 
operational review of each regional office once per fiscal year. 
In our testimony, wc indicated that each Regional Office; was 
reviewed once "very two years. This was in response to the 
Committee's specific inquiry regarding the number of staff 
involved in on-site reviews and the frequency of such reviews. 

Wc would like to expand upon our statements regarding 
regional ottiee reviews. We conduct comprehensive , on-site 
reviews of each Job Corps regional office approximately once 
every two years. All regions were reviewed at least once during 
Fiscal Years 1983-1984, The reviews are conducted by teams 
/ composed of c j-6 National Office Job Corps staff, and are generally 
supplemented with a staff person from the Office of the Assistant 
Secretary tor Administration and Management who has expertise in 
procurement regulations and procedures. The purpose of using an 
"outside" yt t iff person is to ensure an independent, third-party 
review or this critical area, 
* 

Following a Regional office review, a report is issued and 
corrective action plan must be submitted by the Region to 
address any problem aVeas identified. Regional Office progress 
on their corrective action plan is moni r ed throegh telephonic 
communieat ions und reports or followed up on-site if required. 
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If there is an indication that problems remain, an on-Lite 
followup review is conducted 6-12 months later, 

Regional office operations are reviewed during the "off- 
year" when they do not receive a comprehensive on-site review 
through visits by functional specialists to review their 
specialized areas and/or provide technical assistance, throuqh 
trackinq the region* ; progress against annual work plans and 
scheduled procurement actions, and through merit, pay appraisals of 
the Regional Directors since their standards include very specific 
operation ll-oriented criteria. In addition. Regional Office 
operations ar« assessed through an ongoinq analysis of center 
performance and placement outcomes of terminees. If a problem 
area surfaces through theso types of assessments* an on-site 
review u! that specific portion of Regional operations may be 
done and/or on-site technical assistance provided as appropriate. 

Iruring Ki: ::al Year r*8 3, special rev lew/ technical assistance 
efforts concentrated on operational areas such as placement and 
fiscal reporting, procurement actions, and health services. In 
addition, training was provided to Regional Office staff in 
specific functional areas including procurements, contract 
admin i St x at ion , and propter ty management* 
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The fact that comprehensive regional offices reviews are 
done every other year is not due to any staff limitations; rather, 
we have found through experience that this intensive type of 
review of Regional operations is net required on an annual basis. 
We do plan to change the langua/e contained in the Job Corps 
regulations regarding * the conduct of Regional Office reviews when 
we initiate? technical revisions to the regulations in accordance 
with the results of our directives and issulflee revision project. 

You j 1 so a^ked ^bout National Office evaluations of Job Corps 
centers. During Fiscal Year 1983, National Office staff from 
Job Corps and/or the Office of PrograrfKand Fiscal Integrity 
rt»vi«wod o^jerations at the South Bronx, Woodstock, Old Dominion, 
and Micimi Job Corps Cer.ters. A National Office review of the 
Los Anqeies Job Corps Center is bein<j conducted during October, 1984, 

National office staff also participate in Regional Office 
review*; ' center of*?ratjons when problems are known or anticipated 
in a tea* jequiring very specific types of program expertise. In 
addition, all .Job Corps centers have undergone financial and 
conipUAte audits within the last 12-14 months, and the audit 
reputifa w«*r<? reviewed by both national and regional office Job 
Corps staff to determine whether there were any problems requiring 
immediate or special attention. We are in the process of con- 
ducting follow-up activities relating to the audit findings. 
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Mr Si'Katt Well, (hut review you were just mentioning was an 
ad hoe review; was it not? It was requested by Congressman Oiin 
because of reported problems there at Old Dominion That was not 
a regular or periodic review, 

Mr. Rell. That was a contributing factor. The national office re- 
views are not conducted on a scheduled, regular basis throughout 
the year We like to prioritize our efforts and address those centers 
where national office attention would be better spent. 

Mr, Sfkatt, But in that particular case you weren't looking at 
the regional office. You wen* simply going out to look at Old Do- 
minion as a particular case with particular problems that had 
arisen from complaints there, 

Mr. Kkijl We had reviewed the regional office operations at that 
time and had reviewed a report from the regional office on it's 
review of the center— that is, a center review that the regional 
office had conducted at Old Dominion, We were dissatisfied with 
the results ol that review. 

At the same time there was some negative publicity at that 
tenter, and Congressman Oiin a'so expressed a concern. 

Those were a confluence of factors, Mr, Spratt, We were aware of 
the situation and had planned nationaj office attention. It wasn't 
simply in response to a congressional request. 

Mr. SrKArr Your regulations also call for the regional offices to 
conduct an onsite review each year of each Job Corps within their 
region. Art you current with regard to these reviews? 

Mr Casiu.as We have a statement that we would be happy to 
submit which indicates that we have done The remainder of the 
107 have yet to he done, but we have reasons that we will share 
with vou as to whv tht*se will be taken care of at a later date. 

Mr Si'kATT. OK. 

Mr. ( ash, las We were able to get them done in 19N4. We have 
done !«». 

Mr. SrRATT. So, without objection, the record will remain ojhti to 
receive that material. 
[The material follows ; 
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CENTER REVIEWS 

Job corps regulations call for Regional offices to review each 
center annually. Job Corps Centers are reviewed on an ongoing basis 
through desk reviews of center reports, on-site monitoring visits, 
/ **** comprehensive reviews of center operations by teams of Region*! 
Office staff. During FY 19S4, 93« of all Job Corps centers (or 99 
of 107) received comprehensive on-site reviews. The remaining eight 
reviews were not completed due to extenuating circumstances* These 
centers, by Region, and the reasons tiiey were not reviewed, are m 
follows; 

* ?*S4°n l¥ (Atlanta) t Jacobs Creek Civilian Conservation 

Center * 
Great Onyx Civilian Conservation 

Center 

Theae center reviews were rescheduled for October 19fl4 due to 
higher priority workloads in the Region, including extra re- 
views of two centers in response to allegations of mismanagement - 

* Re gion V (Chicago) i Black we 11 civilian Conservation 

Center 
Dayton Job Corps Center 
Joliet Job Corps Center 
The center reviews were postponed due to internal staffing 
problems, inclui ,ng the long-term illness of a project 
manager and difficulties in filling a vacant contract 
specialist position* 
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Region X (Seattle) t Angel 1 Civilian Conservation 



Center 



Ft. simcoe Civilian Conservation 



Center 



• 



Timborlake Civilian Conaervation 



lenter 



The reviews of these centers were postponed until after 



October 1 , 1964, due to a temporary shortage of staff. 
Seattle is one of the smaller Job Corps Regional offices, 
and several of the staff were injured in an automobile 
accident While on their way to another center review, 
with a substantial arooun of' work iree lost as a result* 

Review of all eight of these centers will be done in early 

Fiscal Year 198S, 



Mr, Spratt. Have yau cut the size of your review teams? 

Mr, Camillas. As I/ndicated in my testimony, the number of ap- 
proximately five pedple is a normal number that goes out for the 
review, and this has been in place— the same number— for the past 
3 or 4 years. 

Mr, Spratt. How about prior to that time? Weren't there at one 
time teams as large as eight and didn't they once all come from the 
regional staffs? 

Mr, Casiixas. I am not sure, but I will cherk and let you know. 
Mr. Spratt; Without objection, the record will remain open to re- 
ceive that material. 
(The material follows: ] 

Review teams vary in site depending on the type and size of Job Corns center, but 
typically include 5-H staff. This number has remained constant over *he last several 
years Review teams are generally composed entirely of Regional Office staff; howev- 
er, when special expertise is required because of a specificproblem or unique situa- 
tion. National Office staff or staff from another Regional Office participate in center 
reviews Federal staff from civilian conservation centers operated by the Depart- 
ments of Agriculture and Interior are occasionally used as review team members, as 
are contract center staff. These instances are relatively infrequent and since they 
are an exception rather than the norm, we do not b^eve there has been any 
"drain" on center operators. These few instances have, in fact, provided an opportu- 
nity for sharing and cross-fertilization of idea* between experienced center staff. 

Mr, Spratt. It has also been said that what you are doing to put 
together a team is borrowing from other Job Corps centers so that, 
one, you kind of canabalize the staff of these other job centers and, 
two f you bring in people who don't have the oversight ability or the 
management aL'tity of your vagional office people. 
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Mr. Casillas. It is my understanding that we attempt to put the 
best type of people together for the reviews, people with special 
skills. I know of no cases like what you have indicated. Maybe 
Peter can speak to this. 

Mr. Rell. On occasion, Mr. Spratt, we utilize Federal staff from 
the Departmeifts of Agriculture and Interior to supplement our 
review teams wherever we ace able to use such staff with special- 
ized expertise in order to enhance our resources and provide the 
kind of expertise that is necessary in particular situations, depend- 
ing on the centers. 

Those review teams will vary in size.^Mr. Spratt, and always 
have, depending on the size of the center, the complexity of the op- 
eration, the types of enrollees, and the kinds of vocational training 
offered at the center. They have generally varied between five and 
e, Kgt staff, and I don't believe there has been any change in that. 

Mr. Casillas. However, I think your question related to other 
people from other Job Corps centers. I don't think that is the case. 
I think we are talking about the sgecialist that 

Mr. Spratt. That was the testimony of the three witnesses from 
the Job Corps centers who • 

Mr. Casillas [continuing}. I think the— I am not aware of that, 
but I will say that, perhaps, there was a misunderstanding. We do 
bring in other experts from other agencies and departments. 

Mr. Spratt. Would you agre^e that with just 1.5 regional office 
staffer per center that they are stretched rather thin in their man- 
agement responsibilities? 

Mr. Casillas. No, sir. As I indicated in my testimony and as I 
have said here today, I have sat down wi staff here at headquar- 
ters and at the regions. I have visited eight out of the ten regions 
so far. I met individually with them. I talked to every individual in 
these regions. I gave them the opportunity to bring up issues, any 
issues they have. Not on one single occasion have I been broached 
with an issue that has to do with shortage of staffing. 

Mr. Spratt. You are not aware of any internal memoranda from 
responsible officials of the Job Corps 

Mr. Casillas. That is absolutely correct. I am not aware of any 
memorandum, but I will say that I have talked to these people one 
on one and have given them a complete opportunity to surface any 
issues in 8 out of 10 regions, plus all of the national office staff 
people here at Job Corps. Not pne time was the issue of 

Mr. Spratt. Do you know Mr. Frank Jones in your organization? 

Mr. Casillas. Who? 

Mr. Spratt. Frank Jones. 

Mr. Casillas. I do not know Frank Jones. 

Mr. Spratt. He is the Administrator, Office of Job Training Pro- 
grams. 

I beg your pardon— Robert T. Jones. My mistake. 
Mr. Casillas. Bob Jones, I do know. 
Mr. Spratt. You do know him? 
Mr. Casillas. I do know Bob Jones. 

Mr. Spratt. Are you aware of any recommendations he has 
made about the insufficiency of management staffing for the re- 
gional staffs? 
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Mr. Camillas 1 meet almost on a regular basis with Bob Jones. 
Bob Jones has not indicated to me any situation concerning the 
question that you are addressing on staffing. 

Mr. Spratt. He has never told you that he has inadequate staff 
to do the job? 

Mr. Casillas. Bob Jones has never told me that he has inad- 
equate staffing for Job Coras'. 
Mr. Spratt. When did you come to work? 
Mr. Casillas. In May. 

Mr. Spratt. You are not aware of a memorandum then that he 
wrote Mr. O'Keefe saying that more people were needed in the re- 
gions? 

Mr. Casillas. I am not aware of any memorandum 

Mr. Spratt. Specifically that some 27 positions ought to be added 
to the regions? 
Mr. Casillas, No, sir. 

But that doesn't surprise me. I have not seen it; 1 am not aware 
of it. But that doesn't surprise me. 

Mr. Spratt. You haven't seen it, but you say you meet with him 
everyday and 

Mr. Casii.ijis. I didn't say everyday, sir. 

Mr. Spratt. OK— frequently. 

Mr. Casillas. I have been on the road 5MJ percent of my lime 
since I came on board in May. 

Mr. Spratt. But there has been, to your knowledge, no internal 
recomm°ndations? 

Mr. Casillas. That is correct. 

Mr. Spkatt. Going on with this question about the rearrange- 
ment within Job Corps, the American Federation of Government 
Employees makes a critical point. It seemtSi critical to me. anyway. 
They said that we should not just look at the numjjfflrs, just as you 
were saying. They say: "While the employment ceiling for the na- 
tional office was reduced by 10 positions, from .71 » to 46, there was 
an actual loss of 20 experienced employees." 

I have run a small business before myself, several of tiiem. and I 
would be very much hampered, I think, if I lost Mo percent of my 
experienced personnel, top management personnel. 

Ajf I understand it. out of 40 people who were there. o0 people 
then on board, 20 of them now are inexperienced people as a result 
of this rearrangement. 

Is that a correct number? 

Mr. Casillas. Kighteen. 

Mr. Spkatt. Is this not treating problems in the operation of the 
agency? 

Mr.' Casillas. Let me go back to your experience in a small com- 
pany, which I am familiar with as well. 

II I lost in my financial department the kind of people we are 
talking about and the kind of numbers we are talking about- and 
if I replaced those people, whirh we have done in the reorganiza- 
tion, with people who came in qualified — CP. A s — I Would have, as 
I indicated earlier, a spike in performance. But they are financial 
people They are qualified (M'.A.s. 



ERIC 



Bv definition in the 



iovernment when we RJF and we j>ost ,i job. 



those people coming ip t<> the jota must Ik* qualified Let - ke«p 

91 



BEST COPY 



that in mind. They are riot familiar with the methodology and the 
contracting procedure* and other policies within Job Corps, but we 
do have a training program. Let me tell you that that spike is only 
temporary. Those people can be qualified quickly. 

Mr. Spkatt. !H» days? 

Mr Cashxas. <HI days, yes». 

Mr. Spratt. They can learn what the Job Corps took 15 years to 
learn in !Nl days? 

Mr. Cashj.as Let me say between :t and i\ months, if I mav Mr. 
Sprat t 

Mr. Spkatt. Well, let me ask you some specific questions. 

There were orginally some center coordinating units and trouble- 
shooters, as I understand it, some people who handled ad hoe prob- 
lems. The regional centers, the Job Corps centers would call in on 
the phone, and there were seven or eight people there who could 
answer questions, take action, do something for these people. 

Po you know what happened to those people? I understand they 
have been replaced with desk officers. Could you tell me how many 
of those trouble* hooters, those ad hoc personnel who handle the 
problems have had any experience doing it before, any experience 
in the Job Corps at all? 

Mr. Casim.as. No.^ir; but I would like to submit that. 

Mr. Sen att. Without objection, the record will remain open to re- 
ceive that material. 

I The material follows:! 
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X would like to respond to the issue regarding 
"troubleshooters." 

Immediately prior to the FY '84 reorganisation. Job Corps 
had four full-tine "desk officers" and one assistant desk 

j 

officer in the Center Program Coordination and Administration 
Unit. These positions were established in the late 1970* s 
when efforts were underway to double the size of the Job Corps 

r 

program. The positions were created .to provide overall 
coordination for site search efforts, utilisation studies of 
facilities, and tracking facility construction/ rehabilitation 
progress, and to respond to inquiries regarding these activities 
due to the extremely large volume of work associated with the 
expansion of the Job corps program * 

As the expansion neared completion, efforts related to the 
identification and establishment of new centers 'were concluded, 
and the function of the desk of f icers, changed- Over a period of 
time, staff in these positions devoted more and more time to 
following up on Regional office assignments and requests for 
information and providing assistance to regional staff in 
procress in9 paperwork , 

Prior to the recent reorganization, we reassessed the 
functions ot the Job Corps National Office to determine how 
the program could be administered most efficiently. As a 
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result of this assessn*ent, we determined that full-time desk 



required for work which was ongoinq at the time the positions 
were established was simply no longer required . The national 
Office was reorganised along functional lines, with staff 
assigned responsibility for specific progcaramatic areas in 
place of the "general ist" type duties the desk cf fleers 
had been performing* 

Job Corps National Office staff in the newly established 
Division of Program Planning and Development are assigned 
responsiblity for specific functional areas such as outreach 
and screening, placement, national training programs, 
construction/rehabilitation, innovative programs, civilian 
conservation centers, basic education, vocational training, 
world of work, and residential living* Four of the senior 
specialists in the Division wer^ assigned additional part- 
time desk officer duties so that the Regional offices would 
have a contact point for problems or issues Which cross-cut 
programmatic areas. Two of these individuals have been with 
Job Cdrps for an extended period of timer the other two 
part-time desk officers have extensive direct program 
experience in other components of the Office of Job Training 
Programs and have been participating in training sessional 
designed specifically for Job Corps staff* * 



officer positions were superfluous; the type of expertise 
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Mr. Casiu.as I will answer that for the record. Again, I havte 
just gotten into what the quality of the centers is today in terms of 
facilities. There are incidents that occur at the various centers. I 
can assure you that those incidents are being taketvxare of, t^my 
satisfaction, as quickly as possible. Any incidents with regard to 
the facilities or* equipment are being taken care of. So, I am satis- 
fied that the certters are adequately being taken care of either in 
terms of incidents or in terms of facilities. 

Mr. Spratt. May I put that question to Mr. Reli? 

Mr. Camillas. I would like to submit for the record the answer to 
your question about the numbers that you asked for. 

Mr. Spratt. There are only 44 people in the office. 

I understand there were seven to eight people originally in the 
center coordination units and today there are six or seven left who 
handle similar functions. Six or seven of those who afire left have 
hdfi no previous experience in Job Corps. And yet they are han- 
dling troubleshooting and ad hoc problems that come in on the 
telephone, 

Mr. Rell There must be some confusion, Mr. Spratt. I don't rec- 
ognize any of those numbers. There has not been a center coordina- 
tion unit. What we have had is what has been referred to as desk 
officers w ho f have acted as points of contact for regional offices in 
order to coordinate activities of the national office, that is, resolve 
a problem that might take input from more than one function area 
within the national office. 

Those positions still exist in the sense that, those duties have 
been assigned ,to staff in one of my divisions, and each regional 
office in the country has the specific name 6f a stall member, as 
they have in the past, whom they can call and who can provide 
that kind of service. 

Mr. Spratt. Are you familiar. Mr. Rell, with recommendations 
that Mr, Jones has made regarding augmenting the staffs of the re- 
gional offices? 

Mr. Rell. Yes. sir. 

Mr. Spratt. Do you specifically recall if he asked for at least 2(i 
more peopi? in the regional offices? 

Mr. Rkll. I don't recall the numbers, Mr. Spratt, 

Mr. Spk Coing back to your point that oversight has brt*n de- 
ficient. I ;.«. : **st:ind that you now have a Division of Program 
Monitoring . Review. That is one of the two divisions in the Job 
Corps Is that correct? 

Mr. ('ASiLf«As. That is correct. 

Mr. Spratt, In that particular office how many of the people who 
a:e responsible fur monitoring operations have had previous Job 
Corps exfierience ' 

Mr. Casillas. In terms of what? Experience in what? 

Mr. Spratt. Experience, period. 

Have been in the Job Corps before. 

Mr. Casillas. Before? 

Mr. Spratt Yes. 

Mr. Rkll. I don't know. 

Mr. Casillas. We will submit that for the record. 
Mr. SeKA'n Without objection. thO record will remain open to re* 
ceive that answer. 




COPY 





{The material follows.) 

Tilt- fliviHiift of Pribram Matiagemcnt and Review has a cvi\it\$ of l'l position*. 
*ith IS staff on hoard We art- a0\v\\ recruiting to fill the one vacancy, which i* a 
Computer Systems Analyst 

Of the 1* rtttlT on board, individuals <fiw professional and one secretary i :ire ' 
new to thjb Corps. Two of the "new" atafT are assigned to th? Program Review Unit, 
which has responsibility for monitoring program performance and conducting Re- 
gional Office and center reviews 

AH <» the HtafT who were assigned to the Division of. Program /management and 
Review as a result of the RIF haw extensive experience in other component* of the 
ETA national office, and their skills and background fully qiialifv'them for the posi- 
tion* they now occupy Kach of them has participated in Job Carps «perific training 
and is alM> receiving on-the-job training through observation and participation in 
on-site Regional Office and centep reviews, 

Mr. Spratt. Just 14 people in the office. Can you think quickly 
about who your people are monitoring? 

Mr. Rku.. I am trying to remember which ones are in which divi- 
sion, Mr. Spratt. 

Mr. Spratt, Oh. I am sorry. OK. 

Wen* you here for any of the testimony of the three gentleftien 
who came from RCA, Teledyne, <and Singer,' 

Mr, Casuj.as Negative. 
* Mr. Spratt, l.see. 

I think it worild be good, if you had an opportunity, to respond to 
what they said, since you didn't get to hear what they said I would 
like to read it off quickly because it bothers me. It runs at odds 
with what you are saying. 

Basically the bottom line of what they are saying is that here is * 
a successful program, but two of the three witnesses said its ongo- 
ing effectiveness is impaired by RIF's that have been pennywise 
and pound foolish. 

Mr Cahimjvs, ft is kind of surprising because, as I indicated, 
even though the four centers I have visited is a small segment of 
the total 107. I have also talked to the contractors. I have talked to 
the Singer people, who run the Sacramento center. Again. I will 
wait until vju give me what they said, but it is surprising. I would v 
have thought, from what they told me. that they were very, pleased 
with the ongoing* operat ion and the results, 

Mr. Spkatt. It is surprising, too, as Chairman. Frank sai<i be- 
cause hert are some contractors who come in. first of all, and. they 
have to get along with you and I understand that. I used to work in 
DOD in procurement. I understand the risks they take. jLaughter.] 

Second, they say that they want the Govern menf to participate. 
They w?mt the Government to hold up their end of the partnership 
f a little b»t better than they are doing right now. 

$ I think it is constructive criticism, f think everything they said 

was in the best spirit possible of seeing the program work. They 
don't want to be associated with it if it doesn't work. 
} Mr. Casii.las. And coming from private industry, it is my intent 

to improve wherever I can. 

Mr, Spkatt. 1 understand. that, 

Mr. Cash.!. A*. 1 want to hear comments particularly from corpo- 
rations such as these ^ 
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IV|r. Si'Ratt Well, (his was from Mr. Andr^ilewicz. If I mispro- 
nounced your name. 1 apologize for that. We^ire doing the best we 
can. , * * 

\Mr. Casillas. Ju5t remember the two Is art* Spanish. 

i^r. Spkatt. "Each center we operate is reviewed annually. The 
review teams use comprehensive reyiew guides and conduct follow* 
up reviews, However, over the past few years the staffs of the re- 
gional offices have been depleted } *v a series of reductions in force. 
As a" result, fewer members of *vit*w teams have Job Corps ex- 
perience necessary to conduct Elective review. Assistance 4 in 
correcting deficiencies is often not available, and in some instances 
start' members from one center are ^ken away from their training 
duties to assist review at another .raining center. Center stall 
members ;«re now required to perform administrative duties t])ot 
used to be performed by regional offices such as arranging initial 
assignments and transportation and maintaining records and dis- 
closure and so forth." 

That was the question I was getting at in asking you the same 
question These are people down here at the working level. I think 
one characteristic of private sector businessman is that they re- 
spect what people at the working leveLtell you. 

Mr. Camillas Absolutely. And, I would like to take your sugges- 
tion and respond to those comments, if I could, either to you or 
through you or to them directly. I go back to looking at the num- 
bers. Being from business, I look at the bottom line. I am seeing 
the placement rate, the progress of it; the corps. membership, and I 
think the program ir * jing well. I would say excellent, super excel- 
lent, as a matter of fact. 

So, I would like to respond specifically to those and see if per- 
haps we can improve the^rogram. but overall Iythink the program 
is on target. / 

Mr. Spratt. Without objection, the record will remain open to re- 
ceive that material. 

[To material follows:] 
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Mr, Androlcwicz expressed concern that there were fewer 
Job Corps staff with less experience to provide technical 
assistance and perform center review activities. * He also 
stated that center staff were used to review other centers in 
some instances r and that center staff were required to perform', 
administrative duties that used to be done by Regional Offices* 
including initial assignments and transportation maintenance 
of terminated corpsmember records , and disclosure of information 
on corpsmemb rs. 

It is true that there are fewer staff in Job Corps regional 
offices, and that some of tb£ staff who were assigned to these 
offices during the RIF do not have extensive job Corpa experience. 
We do not believe, however , that this will cause any negative 
impact on the operation of the J.jb Corps program* staff who 
were reassigned to Job Corps have experience in the administration 
of other employment and training programs or in ETA administrative 
functions. Their experience and backgrounds clearly qualify them 
under th^ personnel regulations fo^ the positions they assumed. 
We are providing Job Corps specific training tq these individuals 
in areas such as proposal review, business management proposal 
analysis, contract administration, and property management to 
augment their prior skills and knowledge. Through formal 
training and workirftj on a daily basis with experienced Job Corps 
staff, these individuals will quickly be in a position to perform 
the duties assigned to them in an effective manner. 
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In reference to Mr; Aiujrolewicz * concerns with 
administrative duties , 23. of the 107 Job Corps centers have 
been assigned responsiS^ty for a portion of thfc center's • 
recruitment, and most centers are now handling initial 
transportation of corpsmembers. It is important to^note the 
centers which are performing these functions were . provided* 
additional staff and funding under their contracts to cover 
the ex^aided scope of work* These requirements are incorporated 
into center Requests for Proposals (RFPs) so that all offerors 
arc fully aware of the work requirements prior to submission of 
proposals. 

Assignment, of these duties to centers was not a direct 
result of Regional office staff .eductions; rather, they are a * 
part of our effort to test various approaches to improve. the 
efficiency and cost effectiveness of services provided. We are 
currently pilot testing an approach jLn Region IV whereby a 
company which is subsidized by Trailways and Greyhound is 
handling all initial corpsmerober travel through an automated 
system, at no cost to the* Government. If this pilot proves 
effective, we will expand it to other regions . We are trying 
s. 2ral different approaches in the area of recruitment an<J^- 
assignment of corpsmembers to improve accountability *nd reduce 
the amount of time between screening and actual assignment of 
youth to Job Corps centers. Having Jofc Corps centers handle 
f local recruitment^at selected centers is one approach; increasing 
the number of competitively awarded* contracts for recruitment and 
scr eening is another. We are also planning to continue the pilot 
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projects in two Regional Offices during FY 1985 to test 
ne effectiveness of automated selection and assignment. 

ilntenance of terminated curpsmemfeer records is another 
duty twt is now generally the responsibility of Job Corps 
center sA Shifting this function from Regional Offices to 
centers tad done after a successful pilot project demonstrated 
that was a more cost effective approach due to reduced postage 
costs ard a reduction in the number of staff (both contractor 
and Fediral) involved in tracking, handling and storing records. 
This <:iwnge in responsibility was incorporated in revisions to^ 
the Job Corps regulations which ware published October 20, 1983. 

These regulatory revisions also addressed disclosure of 
information. Job Corps centers have always been^ responsible 
for responding to all reguests for information or records 
during a co rp somber 1 s enrollment. In accordance with the 
revised regulations, they must ajso respond to inquiries regarding 
terminated corpsmeabers if they have been assigned responsibility* 
for* maintenance of terminated corpsmember records. There were 
nov strong objections to this approach from center operators when 
the revised regulations were published for comment prior to' 
implementation, and w© do not believe this shift in, responsibility 
has placed an unreasonable workload on Job Corps center staff. 

As indicated previously, Job Corps contract center staff 
have been involved in reviewing the operations of other centers 
infrequently, and we do not believe this has caused a "drain" 
on any center operator. Only four of the ten Regional Offices 
use center staff (contract or 'Federal) at all on Regional reviews 
of centers, and* then they are only used for specialised areas. 
» i • - 
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* * 

'Mr. Spkatt. I appreciate vour fesponding tc^that 

Also, when I mu> in DOb, I used to write these responses, so I 
am guilty of the same crime that every bureaucrat in this city com- 
mits and this is being totally unresponsive. If you would be respon- 
sive, we really wou|d appreciate it I am serious. The arTof answer- 
ing these* things is much maligned in this town. If you could give 
us candid responses in the spirit of tnakthg this thing work, we 
would appreciate it. 

One of the criticisms voiced by all three panelists who testified 
earlier was that screening has definitely been impaired. That* re- 
lates tg the deFicjent'staftlng levels at the regional level. 

Do you disagree with that, Mr. Rell? " 

Mr. Rell. Absolutely. 

Mr. Casiixas. I not only disagree, but I haven't heard of it. It has 
not w arisen as an issue with me, so 1 disagree on that basis. But per- 
haps Peter can respond from a different aspect. 

Mr.* Rell.4 disagree, Mr. ^Spratt" What we have done is that we 
have iookedfibr alternative" ways to conduct screening more effi- 
ciently so that porpsmembers'do not wait on waiting lists as long as 
they have in the past. We have had backlogs of from 6 to 
months for males and 1 to J3 months for females. What we have 
done is experimented with various alternatives, trying to cut out as 
much paperwork and procedure as possible. We have three or four 
experiments-going on in different r&pons. v 

One of tHbse is to retain the full activity in the regional office 
but to automate the selection and assignment process, and we have 
an automated system operating presently in Kansas Citwand fn 
Atlanta. We have other experiments % whereby those foldero where* 
the screeners find no question as to the eligibility or suitability of 
the enroilee, they are referred directly to the center so that -they 
don't have to travel through the regional offices and these young 
people have to wait less time in order to be assigned to the centers. 

It is quite true that we are experimenting in waysfto improve the 
selection and assignment process. I haw hot hpafu and am not 
aware, of any deficiencies and, in any case, those experiments have 
nothing to db/with any regional office staffing levels. 

Mr. Spratt? Vou saw the testimony. Mr. Androlewicz said: "As a 
result tif these Changes, many of our centers are operating signifi- 
cantly below capacity and the changes that have be#n made nave - 
disrupted the network/* , . • 

Mr. C|pLLAs.*The fact that we* are talking abdut 107 operations 
and centers means there might be such situations — I always look 
at something as to. why it's not able to' achieve complete perfection. 
I would like to look nfore In detail into tfiat specific issue and, per* 
haps, see what the incidents were and get back to you and respond 
for the record. \ . 

Mr. Spratt. Fine. Without objection, the record will remain open 
to receive that response. 

[The materiaNfqJlowi:] • . 

We do not star? Mr Androlewicz s view that there has been a significant decline 
in center enrollment due to deficient regional office staffing level* There have 
always been slight seasonal fluctuations in enrollment levels. For example, them is 
generally a slight dip in enrollment levels over the summer months- During the 
early summer, we are, in essence, competing with the Summer Youth Employment 
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'Program, wliuh tttivm imimdtaU- t*mployrra*m (with no training involved* and 
wuw*: thm» nrv moiv outdtKir/ctMt^truction-relatcd jobs for unskilled workers; other 
young people are out of school, and youth are motv reluctant to leave home, etc. In 
additiofi, during periods when the economy is on the upswing and unemployment 
drops, the "pipeline" of Job Corps applicants dwindles. Fluctuations tn enrollment 
It- wb* are always temporary phenomena \ # 

There w an entuMwhed recruitment nd screening network; it is not affected by 
Federal Muffing levels. Approximately two-thirds of, Job Corps recruitment is cur- 
rently done by State Employment Security Agencies which nave been performing 
thin Junction for many years. To control costs and improve services, we have begun 
to competitively award all other recruit .Trent and placement contracts instead of 
awarding them on a d$e source basis We have, at the same time, instituted proce- 
dures to make recruitment' contractors more accountable in terms of documenting 
the eligibility of applicants and determining which youth are most in need of Uie 
intensive type of services offered qy Job Corps. We previously mentioned initiatives 
we have underway in automated selection and assignment bf youtfak and direct re- 
ferrals and assignments by screeniitg agencies for youth whose applications indicate 
there are nru problem* which would hinder their participation in the program. Wo 
believe that these initiatives will improve, not disrupt, the recruitment process, and 
reduce the amount of time between recruitment and assignment of applicants to Job 
Corps centers 

* 

Mr. Spratt. Mr, Watkins said; ' 

The contractor's job has been made more difficult in light of the lack of regional 
office knowledge and continuity for evaluating proposals, selecting contractors, con- 
ducting center reviews, and acting on requests for approval Such a situation obvi- 
ously lessens the amount and quality of management and support performed by the 
Covernnjent . 

r 

Mr, Casillas. I thiAk there again I have got to respond the same 
way. it could be an iwiated case, which I have got to suspect it is, 
. and I 'would like^to get back to you on that situation. Overall I 
would say that it is not correct 

Mr. Spratt. Without objection, the record will remain open to re- 
ceive that response. 
r [The material follows:] 

1 do not agree with Mr, Watkl" ' statement A» I pfWiou Ay indicated, we may 
experience a termpoifery dip in productivity due to staff changes; we do not expect 
this to last long because 4he newer staff haw compatible skills, and we are provid- 
ing specific Job Corps unAjed training in areas such as proposal analysis and con- 
tract administration. In aoalfjon, Regional OflRfcea use established, written guide- 
lines and criteria in reviewing A Job Corps tenters, and the staff recently assigned to 
Job Corps are participating as review team members under the direction of experi- • 
enced Job Corps staff. Similarly, approval levels for center activities sad requests 
are established so that responsibilities and authority of various staff levels are clear- 
ly understood • 

1 do not believe that there will be any lessening of the amount or quality of man- 
agement and support provtdtxTby the ^Government 

Mr. -SpftArr. Mr. Arjdrolewicz makes five recommendations or c s^j 
four recommendations, and we would like yeur response Jo those. I • 
• think all of the three earlier witnesses concurred with them— no ' 
more reductions in force in the national and regional offices, resUv 
ration of staffing in the national and regional offices to levels 
-> of— -f- 

Mr. Casillas. What is the second one, again? 
MV Spratt. It is written down. We will give you copies of it. 
^' TRT second is restoration of staffing in the national and regional 
v**offieesr 

* Mr. Casillas. Right. « f . y 
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Mr, Spratt, The third is necessary steps to maintain stability in 
the recruitment network and, fourth, providing the program with 
sufficient moneys for capital improvements. 

All three witnesses mentioned the problem of, capital improve- 
ments, and one of the things that concerns me is that recognizing 
your budget bind, you have said that one way you intend to live 
within your budget is to cut back on capital improvements. , 

Mr. Casillas, Mr. Spratt, I would like to address that about the 
capital improvements. * 

Mr. Spratt. I would like for you Jo. .* 

^flr. Casiulas. I came in and sat down immediately with our 
bucket and financial people in the agency, and I was kind of taken 
aback that we didn't have a separate line item for capital expendi- 
tures, along with the normal depreciation schedules and that mft 
of t hing. 

So, I say that we have got to do that, I am currently asking that 
we start to prepare that kind of a procedure in the budgeting proc- 
ess for Job Corps. « * 

If I may, I would like to submit for the record what .we are doing 
at this stage, tryiii^ to get specifics and line items for capital- ex- 
penditures with depreciation sbnedules, so that we can really be, 
sure of ourselves, not for a yearly basis but for a 5-year and longer 
term basis as to what the capital requirements are going to be. 
Then can start to implement and perhaps get a more stabilized ap- 
proach to the question of buildings and capital. * 

1 would like to do that, Mr. Spratt, if I may. n 

Mr. Spratt. OK. 

Without objection, the record will remain open 4 to receive that 
material. 

[The material follows:] * • * 
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• Ms. Andro levies made four specific recoxsaendations 
regarding the, management and operation of the Job Corps 
program, and we will address each area separately. 

Recoftcacndatlon Uj l Apply no more RIFS to 

. — the national or regional offices. 

^ . * 

AS indicated previously, m*b do not Contemplate sny RIPS 
in the Employment and Training Administration irT Fiscal Yea^ 1985. 
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\ Recommendatl6n . #2 1 Restore the staffing of *both 
the national and, regional offices to . 
Israels that will allow them to perform 
* without depending on center operating 

Btaff. * 

We believe that the current staffing levels for the Job , 
Corps national ^>Sficd and regional offices are adequate for 
oversight and administration of the Job Corps program* Job 
Corps Federal staffing levels peaked in the late 1970 f s when 

^* larger number of positions were required to carry out the large 
expansion a>f the Job Corps program. Both the National and 
Regional Offices had duties as aviated with identification and 
acquisition of sftes, rehabilitation of facilities, selection ox 
vocational offerings for new centers, and numerous activities 

w relating to readiness and opening of new seniors and the need for 
Increasing numbers of applicants. These dafciM were over and 
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above those associated with maintenance of the ongoing program 
At existing centers. Once the expansion was completed and the 
program reacted a relatively "st&ady a trite* of operations, the 
number of staff needed for oversight and administration of the 
program decreased. 

We have initiated action to automate routine^ repetitive 
functions and streamline the multitude of approval and paperwork 
requirements. B66ed on our assessment of remaining critical 
functions, we believe the current staffing levels are appropriate 
for all Federal management, review, monitoring, procurement 
and oversight responsibilities* We will, of course, examine 
staffing levels and needs in Job Corps as in *U other programs, 
on an annual basis as part of our annual budgeting process. 

t * ♦ 

R ecommendation' »3 : Take steps to maintain 

the quality of the recruitment 
network. 

As we have indicated, we believe that the actions we 
have initiated to strengthen the recruitment and screening process 
and increase the accountability of recruitment contractors will 
not only maintain, but improve* the quality of the recruitment 
network* 

< 

Recommendation #4 : Provide sufficient funds for 
x capital improvement and rehabilitation. 
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We agree that it la essential to provide Sufficient 
funding levels for maintenance of Job Corps facilities. Undo* 
the original 21-month appropriation for the 1984 transition 
period and program year, $77.9 million was budgeted for ' 
construction and rehabilitation of * Job Corps facilities. Of 
thiti anount, $50.1 million- is devotred to remedying deficiencies 
which pos^ a threat to the safety and health of corpsmembers. 
The remaining $27*8 million is for facility acquisition and 
center relocation expenses, and other prforitfces* This level 
represents a sharp increase over prior year obligations for 
construction, <y illustrated below? 

Period Construct ion Obligations ( in million) 

FY 1982 $21.0 

FY 1983 $26.7 

FY 1984 $77.9 

(21 month appropriation) 
i 

We budgeted an additional $15.6 million for capital 

> 

equipment and $24.9 million for vocational skills training 
materials and supplies under the Fiscal Year 1984 appropriation, 
of this amount, $7 million has been set aside for the purchase 
of new vocational equipment whan changes of vocational offerings 
are implemented as a result of our recently completed review. 

In addition to the amounts already budgeted, thef^FY 1984 
supplemental appropriation of $21.7 million will be utilised 
for other priority facility and equipment needs. 
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We believe that the over $100 million which will be utilized 
in FY 1984 for construction and equipment mdi is sufficient to 
correct the backlog of center deficiencies end will bring ell 
center **' up to 1*1 ecofff table condition* v Since ell major defi- 
ciencies and needed repairs will be addressed tn*1984, we antici- 
pate that less capital funds. will be required to maintain Job 
Corps facilitles*at an acceptable level in 1985. 

We are planning to develop future Job Corps budget requests 
as two separate line items— one for program operations v and one 
for capital* The basis of a separate capital budget request will 
be a new capital planning system which is currently under dqvelc^-* 
aer)t. The key to this system is the formulation of architectural 
- and engineering standards for existing structures, as well as for 
new construction. These standards will provide a uniform base for 
identifying and assessing facility deficiencies through biennual 
i'acility surveys of each Job Corps center. The facility surveys 
will characterise deficiencies against the standards in terra of 
predefined categories (such mm those posing danger to the safety 
and health of corpsaeasbers) , prAfitite funding needs accordingly, 
* and continually update a^S-year facility plan and budget for each 
center. *This procedure will take into account normal depreciation 
of facilities* Decisions as to whether to repair or r#|lace y 
deficient facilities with new construction will be based on life 
cycle cost analysis* Me expect to have our new capital planning 
system in place in time to 'support Fiscal Year 1987 budget 
formulation. 
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Mr SfKATT. An 1 you familiar with the consulting studies ut tin- 
Job Corps that have* been mud<\' * 
Mr. Casillas. The Mathematica study? 

Mr Spkatt, Mathematica and other studio that haw IwH-n made 
to review the findings made by Mathematica? 
Mr. Casili.as. Yes, sir; I am! 

Mr. Spratt. Do you have any olans for further consulting stud 
ies? Do you have any ongoing at this present time? 

Mr, Casillas. We have just signed a contract for a new one to 
begin again with Mathematica. 

Mr. Spratt. Aren't you spending more— I used to be in the real 
estate business, too, and we used to refer to cost* like this as ' soft 
-costs" Aren't you spending more on soft costs than you are on 
hard costs? Why keep having these studies if they keep telling you 
the same thing? 

Mr. Casil^as. Let me tell you. Wher<* I come from— private in- 
dustry — 1 am a great, believer in outside studies, for one reason 
only: 'How to improve what I am doing. 

T'he charge we have givp n Mathematica is' to come in with their 
findings so we can improve Job Corps. I am a great believer in 
that, and that is the way I operate. I have used the auditing firms 
on the outside atad people like ADL, and I am a great believer. 
These people come in with source information that I use to im- 
prove the svstenv That is the whole intent of this study: how to 
find out and improve. 

Mr Spratt, Looking at it in terms of tradeoffs, it would seem to 
me that yqu have spent more on these studies than y^u have saved 
by your RIK's, and that looking at the bottom line—output— you 
would have had more output by forgoing the RIF s and also forgo- 
ing the studies.- 

Mr. Camillas. Perhaps, but I don't want to do anything blindly. I 
like to do something where I have some good (lata and a good data 
base and I feel I am going to get a good data base through the 
study* I think in the long run you will find that the net results pay 
off. There is no question about it- — L 

Mr. Spratt, I agree with you about outside 

Mr. Casillas. I am sure you do, coming from the private sector. 

Mr. Spratt. I thought, as I said earlier, that the Mathematica 
study is money well spent in developing a methodology for looking 
at and appraising this program. It gave attention to different bene- 
fit streams that probably wouldn't have been perceived had they 
not looked at it closely./** 

Mr. Casillas. Absolutely. # « 

Mr. Spratt. But there comes 3 point when you say, "Do- we want 
to spend more money like this or io we want to keep in tact a staff 
that we have built up at great expense, expertise and an ethos 
within 'our management that we nave acquired over a 15-year 
period of time?" Triere is a tradeoff there and- — 

Mr. Casillas, Absolutely. - 

And, by the way, I am looking at that. I mentioned earlier when , 
Mr. McKernan asked the question — that I see othe; avepues and I 
am trying to tie into the title Il-A program of JTPA. I am looking 
at that kind of approach. We have got fixed assets, you know, we 
have variables that we can take advantage of. We have<20 years of 
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experience in Job Corps. Why not foster that and implement some 
of those techniques using some of the title JI-A requirements and 
opportunities? 

Those are the kinds of things I am looking at. And I am 11 using 
the Mathematica study as a data base. These are the people who 
tire going to give me the input. I think *n relationship to the total 
numbers of dollars— $600 million— that I am in charge of for the 
year of 1985 in Job Corps, I don't think the amount we are spend- 
ing for Mathematica for software, or soft costs, as you indicate, is a 
great deal, I don't think it takes away from what I am trying to do. 

Again, I would like to say this. Job Corps is an excellent pro- 
gram. I am going to do everything I can, drawing from my experi- 
ence in private industry, td improve it. 

Mr. Sphatt. I would make the same argument to you with/re- 
spect to your staff. I don't think the amount of money you have 
saved from ydur Rlf's is a great deal of money, as a percentile of 
$600 million annual operating costs. You have to ask yourself 
whether the marginal costs is exceeded by the marginal benefits 
that are gained. * 

I really think/we should ask that question as a matter of man- 
date. — r 

Could you give us for the record what has been saved in dollars 
to the Job Corps by the management RIF r s that have been made 
from 56 dowh to 44 in the regions? 

Mr. Casiixas. 1 will be happy to. 

Mr. Sfratt. And a statement df what has been spent «for 
consulting studies? / 

Mr. Casillas. Abso; * iy, Mr, Spffctt/ 1 will do that. 

Mr. Spratt. Without objection, therccord will remain operf to re- 
ceive that material. 

[The material folios:] * \ % 

The staffing changes andfpfductions ETA undertook during 19K4, through effort* 
to accelerate, voluntary attrition as well as the management RIF, were not made 
with thejum of reducing FY 1984 operating costs, nor, were they projected to do so. 
They were nude to brinf our on -board staff into line with our current assessment of 
Federal workload and me number of staff required to accomplish that workload 
This impact* on our future operating costs, of course. Our I9H5 submission indicated 
that our request would have been 112.2 million higher, ETA wide, had we not re* 
duced our staffing levels during 1984. Approximately $f).5 million of this would 
relate to the Job Corps staffing reductions in the National Office and the Regions. I 
would like to note, however, that the Job Corps reductions were accomplished 

, through attrition and reassignment. 

The <najor "Consulting Study" of the Job Corps was conducted by Mathematica 
Policy Research, Inft<MPRl of Princeton, New Jersey between August 1976 and 

i April 1982 at a total] osst of $2,998,467, Mathematica produced a series of reports 
evaluating different aspects of the Job Corps program The current, ongoing evalua- 
tion study being conducted by Mathematica is entitled "Job Corps Component 

f Impact Evaluation and Process Analysis" and is being funded at $592,673. 

In addition, in 1982 another contractor, the- Educational Testing Service of Prince- 
ton, New Jersey, developed a vocational education program and benchmark job com- 
petencies for the Job Corps. This project cost 1 105.935- 

Mr, Spratt. There was a reference last year in testimony before 
onp of the appropriations subcommittees, Mr. Natcher's appropria- 
tion subcommittee,^ a management study madeVithin ETA^In 
effect, in the course of considering the Labor, HH&vkiura*«rti ap- 
propriations bill, the quest i^i of.RIF's and managemeh^vels, per- 
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sonne! levels within the Employment and 'graining Administration, 
came up. * 

The witness was Mr. Agrisani, and he testified to the effect that 
an internal management study had been done looking at ETA out 
over 10 years into the future. And he said that that study had rec- 
ommended a management level of 2,000 personnel and that they 
had cut internally -from 2,300 members down to 2,000 in accordance 
with this management study. \ 

First of all, is there such a study? Are there memoranda that 
embody the study? If so, could you submit those for the record so 
that we could understand the methods and purposes of the study? 

Mr. Caszllas. No. 1* I will find out if there is such a study and, 
No. 2, if such a study exists, I will submit it. 

Mr. Spratt. Without objection, the record will remain open to re- 
ceive that response. 

[The material follows:) 
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The "management study 4 " referenced by Mr. Angrisani before 
the Bouse Appropriations Subcommittee was actually a series of ' 
informal reviews conducted by several Internal ETA work groups. 
The purpose of these reviews was to assess the impact of the 
Job Training Partnership Act and the new Wagner-Peyser 
Amendments on workloads and associated staffing needs. The 
work groups' informal recommendations were made prior to the 
development of the governing Federal Regulations, 

After the regulations were completed and put in place, it 
was clear that the Federal Hole envisioned by the work groups 
was diminished and further reductions in staffing levels would 
be appropriate to align staffing with expected workloads . It 
was also clear that a restructuring of ETA to reflect th'e reduced 
Federal Role and to achieve management economies and 
efficiencies was required. As identified in the 1985 budget 
^submission, the current assessment is that staffing requirements 
for ETA as a whole will decrease to f,732 by the end of FY 1985, 

Attached is a paper which Deputy Assistant Secretary" \ 
O'Keefe provided to the Senate Appropriations Subcommittee 
at the apporiations hearings in Kerch 1984* The paper 
explains Where changes were made, what functions are being 
retained and the basis lor the changes* 
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Introduction 

The Employment and Training Adtsl ni strat ton (ETA) plans to conduct 
an agn.cy reorganisation and reduction during Flacal Year (Ft) 
198*. Willie the fepnry's appropriation for FY 1984 Anticipated -a 
rerititrt t on, the currently planned redu c t i on- 1 n- f o r re will be 
*o*<<what larger than projected in the submission to Congress early 
in 1**1. Ir Ik the purpose of this paper to outline the proposed 
reorganisation and reduction so that those concerned with ETA's 
accompl i fihsen t of Its mission can be assured that tM? will be 
done effectively, while avoiding unnecessary costs associated with 
etress staffing — it is important to recognise that, on average, 
e.irh staff position in ETA costs $60,000 per year in salary, 
fringe benefits, sp*ce and other support costs. 
/ 

As noted above, in it« FY !98^ budget request, ETA planned a 
reorganise it lo.t redaction. In reviewing the experience of the 

year since that budget wa* formulated, taking further account of 

S 

the significant shifts in the Federal role as a result of 
legislative actions and in assessing adnlnlst rat 1 ve and management 
ef f I cienrles , It was rrcogftif .! that additional streamlining would 
be possible, while assuring that the agency's resources *er* 
adequit* to meet its basic mission and assuring that C.he programs 
within Its purview are conducted In cn'ormity with Federal 
requirements and are responsive to th«? goals and objectives that 
have been established for them* 
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Aoong the changes that pine* ETA in the posture of having Bore 
staff than it nrretiary to' it* basic aim ion irtt « 
o The enirtient of the Job Training Partnership Alt (JTFA) to 
replace CET/t, The nev program npindn significantly the role 

of the Stetea in the admini a t ra t t on and overnight of training 

« 

and employment service*; it alao creates, t af th* local level, 
a public /private partnership with q&neidereble responsibx I ity 
for\»scising the adequacy of programs, 

Th* enactment and implementation of JTPA : 

- Reduced the number of ETA granteea (from about 475 to 57); 

- Reduced dotal led Federal requirement* (c.g* t regulations 
were cut by more tttan,75X) aa the States assumed an expanded 
leadership role 'and administrative responsibilities; 

- Redefined the Federal role to eophaslx* the accountability 
of the system. 

All of theae change* reduce the need for Federal level etaff* s 



The 19112 amendments to the Vagner-Feyse r Act, passed aa Title 
V of JTFA. altered the planning and administration of 
federally aupported labor exchange activities! Theae 
amendments : • § 

- imposed a statutorily defined formula for allotting 

reVources among the. States, shifting emay from a* co«plm* v 
administrative formula, that required considerable data 



collection, analysi4*^and manipulation; 

P 7 
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- He vised the planning process to glee the local service' 

delivery ares* s roU Is planning, wifH tit Stole agency, ^ 
the type* of labor nchingtf services to .bo delivered; sod 



espanding the— f*^hln-Stste review ot the Stots es^ncy plans 
end consideration 4f o it eroet 1 »e« to it; ' • 

- Sotting aside IQX of the State's aliotaent for uie by the 
Governors in lapToving perforaence, oeeting gpociol floods 
end touting d i f f t t ent~ approaches ; 

- ating o new authority for funding^ through reiabursable 
agreement s f - those needed activities that are not basic 
labor sschssge services.' 

« 

The**- statutory changes and the implementation of then fifrther 
reduce c h*? agency's stsff needs* 



o Legislative changes in 1 981 authorised alternative approaches 
% 

to tta adninist ration of the t*orb Incentive, (Wl» ) # progr an. 
One of the»<- activities, the *W1K Demons t r a t i one t " involves 
approximately 20 States and "reduces the ST* role in the 
program In those States • These changes » coupled mith 
edminist r«t i ve t* t renal i nlng in reporting end eljeuhere, 
have reduced staffing needs in this. ares. 

o Reductions in the Federal role generally and reduction* in 
the amounts of nationally administered rssssrch, special 
astional program sn^d siailsr funds trsnslste directly into 
reduced staff needs in the crnponents responsible for those 

f anct 1 onff * 
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flanageoen* initiatives hove further reduced staffing netds. 
•y removing unnecessary layers of oei^tsJ««*^cbr©ugh tbe 
•Of* efficient of sor . fTt fc^^ough the consolidation 

of administrates functions, staffing requirements save been 
lessen** through increased efficiency. 



her composes 



0 There 'has olio been o shift in functions to other components 

of tho ftepartocnf (e.g., increasing toe role of 1LS In labor 

osrket 'tftfo^nstlon, the expansion of the r«fpon»l bil 1 1 y o* 

the Office of the Assistant Secretary' f or Veteran*' Employment 
» 

and Training) and the expansion of the capacity of others f 
*(*»g»t the OIC) has further reduced oone of the demands plsced 
on ETA. 

• * 

tt ts in th{s contest thel BTA reconsidered its staffing seeds and 
proposes reductions »syo>d those sfylctpsted late in 19*2, when 
the FY IfS* budget request was formulated. 
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APPROACH 



Ovtr the past decade* with ont exception* WA has been in a 

« 

pasture of reducing its staffing levels. For most of this 

o«r lad, the problem wee addressed through hiring freezes end . 

v 

similar restrictions. As m result? imbalances occurred in. the 
*^ 

staffing pattern. By achieving a sustainable, etable level of 
employment in FY 1964* ths # agency will return tcf a store normal' 
personnel policy for^bie^long term. , 

To limit, to the maximum extent possible, the consequence of 
the reduction on eta's employees, seveval act idhs have been 

taken/ including: T . 

/ • 
o A freeze on all hiring from outride DOL and a requirement 

that other DOL agencies hire ETA employees for jobs for 

jrfhich they qualify: 

o An extensive out-placement effort has been initiated; 

o Authority for early retirements has been requested} 

. o A progoram of retraining and relocation is in place* 

To minimise the disruption to agency operations and to permit 
the organisation to attain stability as soon as possible # it 
was decided to accomplish the reorganisation and the reduction 
In one action. It is planned that # in lte .lay 1984, the 
reorganisation and separation of employees will occur* 
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In combining the reorqanitation and full reduction into one 
action. ETA will achieve atability rapidly. Any alternatives 
to this approach would mean retaining ktaff above levels 
justified by workloads? conducting sore, than one separation 
action in a brief span of time? and eatending the morale pro- 
blems {and consequent productivity effects) sssociaejd with 
eny stsff reduction. 

Included in this decent is a brief discussion of the agency' i 
oversight plains for training and employment services. The 
agency's quality control efforts in unemployment insurance are 
r« viewed Also. 

♦ 
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FEDERAL OVERSIGHT Of JTPA 



U.S. Department of Labor 

Bnployrsent and Training Administration 

i * 

February, 1984 



Background 

* 

The Job training Partnership Act; signed by the President on 
October 13,* 1982, is rapidly approaching the *nd of its initial 
^ period of implementation and State and local planning has already 
begun for Program Year 1984* 



\ 

month* 



used An 



of 1983, the employment and training 



During „ first nine 

s/stera nationwide focused An completing and closing ouf activities 
under cfta, the establishasnt of Service Delivery Areas (SBA's) 
and appointment of Private Industry Councils (PlC's) at the local 
level, the formation of new administrative structures at the State 
level, the appointment of State Job Training Coordinating 
councils, and the initiation of joint planning at the local level 
between State Employment Security Agencies end local elected 
officials and PIC's. 

Once the new entities authorised by JTPA were established, the 
startup date of October 1, 1983 enquired a telescoped planning 
process for initial operations through June 30, 1984. This Transi- 
tion period h** served as a shake - down period for the States, 
allowing them to implement end modify State administrative sys- 
tems, and it bar provided opportunity for State ems local institu- 
tions to work out- new relationships end partnerships by planning 
and operating programs. 



By Proeraa Year 1W4, coanencin? for twelve smiths starting 
July 1, 1984, the structural aspects of the new system should he 
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largely established* and progri^ delivery should take place is a 
sore atable institutional environment. 

As State and local partners move through implementation issues to 
management t>£ on-going activities, the exercise of oversight 
responsibilities at the local* State, „ and Federal levels will 
assess how* the new* system is peff orbing and the extent to which it 
conforms to the statute. 

\ 

Multiple Levels of oversight 

JTPA provides for concurrent oversight activities initiated by 
*i local/ State and Federal entitles in the job training systra. T^p 
following is a brief review of the JTPA oversight process as set 
forth in various provisions of the Act* 

U 

Local 

Secti^i 103 provides for Private Industry Councils to excise 
oversight of SDA administration and operations* in partnership 
with units of local government. Sect -eon 103 defines oversight to 
include revie^ , monitoring* and evaluation. Also* Title V JTPA 
Asereteents to Section 8 of the Wagner- Peyser Act establish a 
planning oversight role for local elected officials and PXC c s with 
respect to local State Deployment Service operations. 
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The State has overall .esynsibility (or management and edminititra- 
tion of the job training system within the St#te, including over- 
fight* State-level responsibilities for oversight are assigned to 
the Governor and State Job Training Coordinating Council ^ in many 
States, the legislature is taking an active oversight tola. 
Section 122 gives the State Council broad authority to review 
operations in each SDA and to review state services, making recom- 
mendations of ways to improve program effectiveness to appropriate 
officials and to the general public. Also. Section 8(a) of the 
Wagner-Kjyser Act, as amended by JTPA, pprfvldes the State Council 
with authority to review and certify the Siate plan developed for 
the State Qap4oyv*ent Security Agency. 

Section 10$ translates the Governor's responsibility for review 
and approval of SDA plans into oversight of local planning and 
performance goal, setting, and oversight of compliance and adequacy 
of SDA-level management system. Section 105 also provides for 
review of, and comment on. State plana by State legislatures. • 
Section 106 extends the Governor's oversight role into measurement 
of SDA program outcomes against performance standards, and review 

s 

of local implementation of State-required corrections for 
Inadequate performance. Section 1*4 directs the State to 
establish financial controls, and independent financial and 
program compliance audits with its subrecipients, and to take 
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action to tnaure eomctlon of identified deficiencies and 



* 



violations, including, if necessary, evoking authority to 
operate, 

I j 

Federal 

undar Section 163 of tha Act, the Secretary 1 la authorised to 
monitor JTFA program to determine their compliance with* the Act* 
The Secretary of Labor ia directed undsr Section 165 to fenduct 
investigations of the use of funds received by States and otner 
recipients each fiscal year iff order to evaluate compliance with 
provisions of the Act* 



Sect left 164 contains special authority for Federal oversight of 
antidiscrimination provisions, a)^ ch ' under Departaent-vide 
regulations, the Secretary of Labor has delegated to the POL 
Office of Civil Rights (OCR). Section 164 also recognises the 
independent function of the DDL Office cf the Inspector General 
^OIG) under the Inspector General Act, in conducting investiga- 
tions to prevent fraud and sisose of funds. Finally, both Section 
164 and 165 discuss oversight by the Office of the Comptroller 
General to evaluate expenditures to assure consistency with the 
requirements of JTFA. r 



Section 454 requires the Secretary to^tvaluate the effectiveness 
of all JTPA programs on a continuing basis. Evaluations are to 
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MMM statutory goals, perforaence, impact and service da 11 very 
of program. 

Oversight Policy 

t 

The Baploynwnt and Training Administration (ETA) intends to carry 
out its oversight responsibilities in recognition of the multi- 
level oversight environment provided Cor in* the Act* 

i 

The ETA is committed to assuring that programs under JTPA, includ- 
ing Title V. are conducted consistent with Federal law and regula- 
tion. In effecting its oversight responsibilities, the ETA will 
monitor recipients with particular attention to those areas where 
the Secretary has a direct role, fo* eftSfsple, ensuring- program 
integrity, equal access, anS assessing performance. The ET/f's 
policy recognises the significant responsibility of the Stcv, », 
and of the PZC'a and local elected officials in monitoring jtpa, 
and consequently dot* not intend for its oversight system to 
supplant or duplicate State or local ays texts, it is the policy of 
the ETA t6 ctSnduct oversight that verifies the development, utili- 
sation, and effectiveness of State oversight and follow-up 
processes. 

* 

« ETA's oversight system will include review of State level activi- 
ty 

tie* mm well •• local level progress* in e sample of SOA's to 
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verify and validate that State systems sre operating accurately 

and appropriately. Verification' will confirm whether State ^ 

systems conform in operation to design, and to statutory and 

regulatory requirements. Validation will confirm accuracy of 

State systems by corroborating with the system designs the data a> 

bases generated in operation. 

ETA will coordinate its oversight activities with those of the 0X0 
and the OCR within the Department, and will consult with the 
Office of the Comptroller General in the exercise of its responsi- 
bilities. * 

Initial Oversight Activities 

Oversight was initiated before program opera tiona began, when ETA 
staff joined field review teams with OIG staff and private CPA 
firms to complete pre-award surveys in all 57 States and territor- 
ies serving -as grantees for Title XI and XIX JTPA programs. 

This first phase was completed in September/ 1983, and resulted in 
the identification of those States having eatiefactory systems in 
place to bring JTPA on line as of October 1* 1983, and those 
States needing sectional development in order to establish 
systems meeting statutory requirements, findings of these pre- 
award surveys were shared with Governors and State officials 

f f s 
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promptly following field review, bo that the state* could begin to 
address system readiness problems. 



\ 



During the second phase of ETA* 8 oversight activity* ETA staff 
were dispatched in a nationally • directed effort to follow-up 
with each State to determine actions taken to address any problem 
findings from the pre-award surveys, and to assess whether steps'' 
had yet been effective in meeting deficiencies. Oversight werk 
was linked with the offer of technical assistance from Federal 
resources and from organizations under contract with ETA to help 
^4n jot A implementation, p^eld work for the follow-up surveys took 
place in January and February, Formal final reports of 

findings will be available to the States in March* 

J 

+- 

The ETA also moved ahead with plans to begin selective oversight 
during the remainder of thfe October 198 3- June 1984 Transition 
Period, covering initially three priority areas; Cash Management 
practices at the state and subrecipient levels; discretionary 
Title ZIZ Displaced Worker Programs, and state operations under 
cost reimbursable agreements for specialisied Wagner-Peyser Act 
programs. These three program areas will be the focus of ETA' s 
on-site review activities' during March-June 1984. 

Planning and developmental work fcr the next phase of oversight — 
to begin early in Program fear 1984 — is now underway. This 
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requires formulation of the overall oversight design* selection of 
elements for the total system* and, preparation ami field testing 
of review instruments for the elements identified. 



Two major evaluations that are currently being Tbnducted by the 
ETA under Section 454 are the Job Training Longitudinal Survey 
( JTLS) and the J TP A Process Evaluation* The JTLS collects data 
from a sample of 189 SDA v s and from periodic surveys of partici- 
pants. The JTPA process evaluation include* periodic studies of 
implementation in 20 States and 40 SOA's. A process evaluation 
will be started shortly to assess implementation of JTPA Title V 
Amendments to the Wagner-Peyser Act* 



The Emerging Oversight Design 



While oversight may develop across a broad spectrum of activities, 
'or example, surveys on selected progrsa areas and evaluations 
conducted under Section 454, ETA' e present oversight focus is on 
Federally conducted on-site reviews. The long-term design for 
on-site reviews is being developed around three core ays tests t 

. Integrity Systems 

. Employment and Training Systems 

. Labor Exchange Systems 
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Each ear* urates' will ba the subject of focused field wot* by ETA 

♦ 

staff teas* during prs- scheduled State rtvitvi in FT 1984* 

• e 

Each of these three core, systeas encoap#ss the following elements* 

Integrity Systeas Financial Management / 

y Cash Management 

r ? State Audit 

Management In formation Systems 
Cost Claaaif ication 
Procurement Management 
(grievance Procedures 

Bagloyaent and performance Standards 

Training systeas Eligibility Determination 

State Monitoring 
Services to Target Groups 
State Job Training Coordinating Council 
Certification of Local MC's 
Local Plan Approval 
, Progrsa Limitations V 
Other Statewide JTM Programs 
Susaer Youth Activities 
Title XXX Dislocated Worker Activities 

tabor tttchjftgg _ Wagner- Peyser Grant Plan and Ccsapliartce 

Systess Reimbursable Grants 
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The Review Process ^ 

* • 
ETA has established the following sequence for Federally- conducted 

on-eite reviews 



(1> The State £m provided advance notice of ETA's schedule for 
on-sight review visits, and s%nt informational copies of the 
review instruments. 

(2) Advanc^ notice will also be provided to those SOA's to be 
reviewed on a sample basis. 

t 

(3) Tpe State is offered a briefly in advance of actual visits on 

the scope of on-site work, reviewers' data/ information needs, 

and the approximate length of tine needed to complete the 

oversight segsent* - v 
0* 



(4) At thejclose of the review, the State is offered an infernal 
brief W[ on findings. ^ 

(5) A written report of findings and recommendations, as appropri- 
ate, will be transmitted to the State. 

(6) Periodic follow-up reviews will be conducted. 
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Plan* call for phesing-in fiekfreview worfc far the balance of the 
oversight system starting in July 1984. 

x 

Core systems will be reviewed' in each State at least once per 
year, but frequent and depth will vary depending upon the 
elements to be reviewed* for example, the importance of Cash , 
Management will require* initially, monthly review of State 
balances and some sampling at the SDA level. lifegner- Peyser Cost 

r 

Reimbursable Grants are being scheduled -for quarterly review. The 
review of 'State Job Training Coordinating Councils, however, nay 
be conducted on an as- needed basis following the initial oversight 
year. 

<* 

The ETA will complete initial reviews in each core system by the 
end of Program Tear 1984. * Follow* op reviews will take place in 
Program Tear 1984 and continue into Program Tear 1985, during 
which a continuing cycle of core system .reviews will be 
scheduled. TOa overall approach to mpitttoring and the specific 
reviews conducted in each core area will be assessed on a 
continuing basis to assure that they respond to the agency's 
responsibilities gpd needs. 

The following matrix summarises the frequency mnd depth targets 
around which on-site review activities are being developed for 
program Tear 19?4* It is estimated that about 70 to 85 percent of 
staff resources available for JTPA oversight in Program Tear 1964 
would oe utilised to carry out plans described above* * 
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PWEHPlOYHEttT IWSUWAUCS * 
Ro major thaagea arc anticipated in*m« administration of 
the Gnemployment Ineerenee <«) prograa) which tiv^lvtgi 

- leaderahlp sod Volley guidance to Scat* agmnclee la the 
operation of the Federalist ate OX progrea; 4 

- providing direction in the bdeinif tretlofl of other 
wage-lose end edj«*tment eeelntettce 'prcgrami euch ee 
Trede Adjustment, Disaster 0nenploy«e«t AemletaTnce, 
unemployment benefit* to e«-eervi ceeien end Federal 
civilian work* ri ; , 

~ oeaeeement of Interpret et ion end Application of Federal 
requirement! for State conformity ind coaplianca; end* 

' funding end overelght of the administration 0 f State*and 
Federal progrema* 
However , with expended etaff resources in both the National and 
Beglonel Offices, ETA plana to undertake a aajor nee initiative, 
beginning developmental work thle year. 

Thla initiative ia celled the ffl Quality Ceotrol prograa 
which fa a new venture to improve program quell ty end reduce 
errora by the Stetee In the payment of unemployment compensation 
baneflte and in the eollectlone of tax reveoeeo ender tbe 
Federel Unemployment Tee Act* The program ia on outgrowth of 
the 01 Random Audit program end other prograa istegrity 
Initiative* tuplemented by ETA. The Quality Control progrem 
repreeente en enhencement of the tendom^uaHT" eyitee to bring 
the 01 mjratem into the renka of other Federal income maintenance 

m 

progrema which have Introduced quality control progreme ever the 
oeet 20 year*. 
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*TA U carraatly ai«*iaiag eh* «aay daaigo iaaaaa which a 
quality control affort praaaota, aad eapecta to cava aa 
UpU«««eac ios plm available aooq. • 



The folloviif tiblf Jdaatifiea tha ryeorcn mm aatieiaat 
lag to tb« quality cootrol tffort ior 1904 -mjT 1909 baaed 
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oar catrtijt pleat. 
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Federal Staff «» 57 92 

Hi .009 .000 |2S,392 V 400 

ietioael activitiea ( 3,019,000) < 0,052,400) 

Stat* Atfviaiatratioa (19,000,000) (16,700,000) 
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flltti the reduction in STA's ceiling - ETA ha* consoli- 
dated its coKpomnti so that thtrt art now *2 formal 
organisational onlte. • reduction of 19 from the 
current structure. (This ts the *«t change, taking 
account of the sddltton of I units is 01 for Qnaltty 
Control sad A in Office of Frogrca sad Flscsl Integrity 
for ttiolr espsnded roXss.) 

With the elltjlmetlon of che Office of toe Associate 
Aaslstant Secretary, sin esjor components will report 
directly to toe Aoolstsnt Secretory, which inclodee the 
Deputy Asaistsnt Secretory* ^ 

^SSStlSISSSi Insersnce Service (Bis) 

- Increased enphssis en program accountsbl 11 ty Isd to • 
Qusllty Cootrol Initiative for ohich o new office sod 
2 divisions were estebliehed. This new groop will he 
responsible for the design snd inplenentst ion of s 01 
quality control systems for ohich 32 positions "ere 
odded to OX. m , 

- Other offices ood dlvlelpma in 01 reosin che ssos. 

United 3 tstes Employment Se rvice (OSES) 

The OSES hss radoced its * offices end 10 divisions 
* to 4 divlelona'to operate more effectively. This 
will eliminate duplicative edminietretive snd support 
positions. It slso reflects the reduced 
responsibilities of this office (e.g. in the 
development of formula allotments, in che formnletion 
of detailed plsnnlng inst rmct ions* etc.). The 
functions retslned ore those ossentlsl to operating 
the Publie Employment Service system, with grester 
reietlve omphosis in areas, such as the Dictionary of 
Occupational Titles, in which the Secretory haa 
•pacific responsibility. 

Office of Trade Adioatme nt Asslstsnce 

The baalc organisational otractnre of 2 divisioea snd 
s reports atsff will remeioxjthe same. 

Office of ; Kegloeal Honogeeont 

rnnctlona and stroctnre remain the asms with 
responsibility for the 10 ETA Seglone. 
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o OCET (fitltlfd Off let of Job Tratwlffi Pfoirfi - OJTP) 

• OCTPt IfUli Clit phieeout of CETA end redoced Federal 
rot« for JTPA, ■ eajor reduction to eteff wae taken 
In too Office of Seployoeat end Training Frograee 
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dlvlalona to an office with 2 dlvlalona. 

- ostps The Office of Specie! Tergeted Frograoe, 
however, will continue at approxl oataly toe eeoe 
v level iM with the eeoe organ! tat lone 1 atrocturo for 

\ It* pfcoffTaee: 
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baelc fonctleee. f 
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TaTlooal Office end will operate directly with the 
SAT Regional Offices, lo toe field Che 1AT redoctlooe 
will he achieved by oere efficient otiliaatlon of 
adnlntecraclve end aopport eteff* Only one currently 
staffed area office will ho closed end thot lo e Stete 
Apprenticeship Coaolctee (SAC) Stete. 

Office of Progreo end Flecel Integrity (OFFI) 

Reflecting the continuing eophaala on progreo 
accountability, OfFI bee greetly expanded 
responsibilities. The prevlooa Special Coooeelor 
Staff le coableod with too AetHt end Cloeeoot 
fonctlone <X4* ateff traoaferred from 0FCN8) Into 
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Off ice of* Financial Control fed qanage oent frTctooe 

- - Thie office renalna oeaontlelly the eeoe enceot' f or 

the trenefor of the Aodlt and Cloeeoot ffooctloo to OFFI • 
Financial pelicy rmisi lo the Ceeptroller'e office. 

- In the Office of Management Information Syatene, 1 
dlvlalona were redoced to 2 dlvlolooe with the 
oerglng of eyeteoa dealgn with report log operetlona. 

Office of Strategic FleonloE end Foilcy tfoveloonoot 

- Public affaire eod correependence fooetlooo (ETACS) 
were edded to thle office free) other ereae of It A. 

* OSFFO will contlooe to carry oat ite prioery 
reepenef bllltlee with fewer etaff # The 
reepencf bllltlee of thle office neve been redoced 
aignif leant ly. tilth the reduction la the agency 'e 
policy f emulation reapooelbf litlei ood Che redoced 
feeding for roeoerch end 4f oooatretlon ectivitlee, 
there le e loeeeood deoeoo for eteff to thie eree. 
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Mr. Spratt. We are interested in the derivation of the number 
2,000. *\ 
' Mr. Camillas. Yes, I understand. 

Mr. Spratt. OK. , 

We would also like to have, any accompanying organisational 
charts that would allow us to understand the method, the reasons; 
the underlying rationale. 

Mr. Casiuas. You mean our current charts? 

Mr. Spratt. For your* current charts, right. 

Mr. CasillaSi I will do so. 

Mr. Spratt. Withourobjection, the record will remain open to re- 
ceive that. 
[The material follows:} 

Organization charts for ETA prior to the May 19K4 reorganization and RIF. and 
after the reorganization, are attached- • 
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Mr. Spratt. Of course, this begs the question. You were at 2,000 
i. That was indicated to be fie norm, to be the recommended 
JL And since that testimony, ETA has cut back to 1,839, I be- 
_ e. I am talking off the top of my head. 
CT Mr. CA80LA8. That is correct 
. > Mr. Spratt. How do you justify cutting below the norm by that 
*m <Cignifica>.c an extent? 

> Mr. Casiuas. f can't respond to the study since I am not familiar 
•JJwith it or that I have not even seen the study. I will check on the 
4ftudy. 

ra In terms of the number of 1,800, this is what was submitted in 
"the Presidential budget request. We came before the hearing. I was 
"pot here, but the hearing covered staffing. I think it was pretty 
j^weU covered as to that 
yr Mr. Spratt. I would like your response from ETA as to how you 
r reconcile personnel actions cutting from 2,000 down to 1,839 with 
the language contained in House Report 98-357 and Senate Report 
98-247, which appear to me to limit ETA cuts to a level of 2,000 
and less without further congressional approval or at least commit" 
tee concurrence. 

And if you could provide' for the record also just an explanation 
of— we have had two phenomena here. One is a quantity and the 
other is a quality phenomenon in the reorganization. If you could 
give us an organizational chart of your 44 members now and also 
your regionals and show us where these people came from who 
don't have any other experience who now are filling essential Job 
Corps positions, it would be interesting for us to see that. Maybe it 
bears on R1F policy. Maybe it bears on further legislation about 
RIF policies. ^ 

Without objection, the record will remain open to receive that re- 
sponse. 

[The material follows:] , 5 
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Ft 1984 Appropriation* Ooonittee reports (Souse Report 98-3*7 



and Senate Report 98*247) approved 2,009 position for ETA. Bow 

t 
t 



do you reconcile the RIF with tl^m l»»9u*9« in theea reporta? 



The FY 1984 appropriation requeat tmi prepared and discussed 
with the Ctmgreea ahortly aftar JTPA waa enacted, while implemen- 
tat tan regulations ware being written* and before operationa began. 
Thia 1984 requeat envisioned a RIF of 147 staff. After the Federal 
Regulations were ptst in place, V* *** clear that a further reduction 
in staffing levels would be needed align staffing with expected 
workloads* It wea also clear that a restructuring of ETA was 
required to reflect the reduced Federal role and to achieve 
management economies and efficiencies. 

Reorganisations and reductions* in- force are by their nature 
disruptive events. To minimise the disruption to ETA staff and 
to allow ETA to begin functioning in a stabilised fashion, a 
decision waa made to effect a single management action in , 
1984, rather than have two RXFs, one in 1984 and one in 1985. 
The RIF action put into place a comprehensive reorganisation of 
ETA staff and achieved the desired staffing levels, which could 
not be achieved through normal attrition- 

i 

. X would also like to stress that in no way is the Department 
changing its program, as approved In the 1984 appropriation. 
Our plans, as we indicated to the Appropriations' committees, 
would still utilj.se all funda ^provided in tha 1984 appropriation. 
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Attachment "A" include* organization charts for the Job Corps 
national and regional offices reflecting staffing ae of October 15 
12§4. St^ff who bumped in ae a result of the Hay 1984 reduction- 
In-^fbrce are designated as statue m 2"§ vacancies are noted as 
Status "3" i the regaining staff were in Job Qovps prior to the 
RIF. 

j " 

It should be noted that the vast majority of staff who bumped into 
the Job Corps national office during the RIF have extensive experi 
snce with other nationally administered programs (such as Migrant 
and Seasonal Farmworkers and the Older Worker Program) or the 
Employment Service, thus their skills and background are very 
similar to that of Job Corps staff. Staff who bumped into the 
regional offices in Nay 1984 generally reflect the same types of 
background and experience. Although an additional 17 staff bumped 
into Job Corps regional offices during the October 1983 reorgani- 
zation, we do not consider them to be "new" to the program since 
they have been in their current positions for one full year and 
are totally familiar with Job Corps procedures and requirements. 

We are providing the newe r national and regional office staff 
with Job Corps-specific training, and there has not been any 
significant diminution in the quantity or quality of assistance 
provided to Regions and center operators nor any negative intact 
on the overall administration of the Job Corps program. 

We are actively recruiting to fill the two vacancies noted in 
the National Office. Selections have been made for four of the 
nine vacant positions in the Regional Offices, and we are 
recruiting to fill the remaining five. 
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Mr. Spratt. Mr. (Villas, in 1968, going way back ii} the Job 
Corps, Congress directed the Secretary to take steps to achieve an 
enrollment of women in the Job Corps at a percentage level of 50- 
50. « 

Mr. Casillas. Yes, ^jr. 

Mr. Spratt. Sixteen years have passed. I don't think that goal 
has ever teen achieved, and I believe today the split is 63-37—37 
percent women in the Job Corps. 

Why is that and what are you doing to correct it? 

Mr. Casillas. We haw had several meetings with regard to that 
particular issue within the national office with Peter and his 
people. They have issued notices out to the regions to try to correct 
this situation, and all I can say is that an attempt is being made to 
get to the 50/50 level. I just think it has been difficult to do that 
personally, as I vjgit the centers themselves. 

Mr. Spratt. When you spy "an attempt/' can you detail what 
you mean by the attempt? 

Mr. Casillas. Peter can because he is the one that sent it out. 
Peter, do you want to tell them what you did? 

MjK Rell. There are two difficulties with increasing the enroll- 
ment of women that the staff keep telling me about. It is sort of a 
cmcken-and-egg situation. I am not sure which obtains. 

One is the difficulty in recruitment of females. Previous studies 
have shown and consultants have told us that it is more difficult to 
persuade young females particularly of minority age, tq leave their 
homes and go r<*side some distance away at a Job Corps center and 
that poses a difficulty in the inflow. 

The other train of thought is that the training opportunities that 
are present" at the Job Corps centers are not sufficiently mixed to 
be attractive to potential female enrollment. 

„We have done two things. No. 1, we have increased the goals for 
female recruitment in all of our recruitment contracts. We have 
put a premium payment on the recruitment of females, recognizing 
that it is more difficult to seek them out and to recruit them. 

That is to address the inflow area. 

At the other endf the vocational area on the centers, we recently 
completed a comprehensive vocational review to see which occupa- 
tions were faring better or worse and whether or not we are train- 
ing for jobs in 1990. v 

In the process of making changes to remove occupations that do 
not appear to be doing well or have a great deal of future potential 
and replacing them with new ones, we are paying close attention to 
the nature of those occupations to increase the number of vocation- 
al offerings at Job Corps centers which lyould be more attractive to 
female applicants. 

So, we are attacking both ends of that chicken-and-egg situation, 
and I hope that we are successful. 

The vocational changes will take some time to implement be- 
cause we are now in the process of making those on. a center-by- 
center basis, and it requires new instructors, new, curricula, new 
equipment. I would hope that by the end of program year 1985 that 
we will see a substantial increase in the percentage of female en- 
rollment. / 
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We have targeted that quite specifically, and that is one of my 
high priority directives to my regional directors and other staff to 
accomplish that I don't forecast, Mr. Spratt, that we will reach 50- 
50 by the end of program ye&r 1985, but I expect to see some im- 
provement. f 1 

Mr* Spratt, Thank you very much for that answer. 

Yesterday, a continuing resolution, so-called, passed this House 
with a number ?f additional provisions* (hie of thorn was a provi- 
sion concerning the contracting out of the civilian conservations 
centers. 

What is your position with regard to the language contained in 
fiscal year 1985 appropriations committee report amplified by collo- - 
quoy between the late Chairman Carl Perkins and appropriations 
subcommittee Chairman Natcher that "Congress does nqt intend to 
see the total operation of any civilian conservation center turned 
over by the Federal Government to private contractors"? 

Mr, Casillas. Mr. Chairman, the data I have would indicate that 
it is more expensive to run the civilian conservation corps centers 
than those run by private contractors. We are talking about a dif- 
ference, I think, per corps member of about $2,000. In total for the 
30 conservation centers, we are talking about a difference of about 
$14 million* 

It is my approach— agai^i, going back to my experience in private 
industry—to try and see if we can't get a better return on our in- 
vestment* 

It is my intent, under A-76— and we have been in contact wi 
Interior and Agriculture— our Undersecretary Mr, Ford has con 
t tacted their deputy secretary and there is agreement that we ought 
to put together a team and then go out looking at what kind of 
f duties are required, what kind of roles and disciplines are required 
to run a center and go out and have private industry contractors 
come in and give us a bid and have Ag and Interior also do the 
same thing and take a hard look at it. 

From where I am coming from, if we can provide the same serv- 
ice, the same quality at a lower cost, then I think you would agree, 
Mf , Spratt, that as far as the U.S. Government is concerned we 
ought to take a look and see where we can best, provide that service 
and quality 

Mr* Spratt. But the premise is same service, same quality. 

Mr, Casillas. Absolutely. Without a doubt I am talking about 
service and quality being exactly the same and where can we get 
the best return for our investment? 

In A-76 all we are suggesting is that we do a feasibility study. 
Let's take a look at it Let's have these people coma in and tell us 
what they are going to run it for and have Ag andlnterior do the 
same thing* That is all we are suggesting— a feasibility study in 
conjunction with a task, force put together by Interior, Ag, and the 
Labor Department. 

I find nothing wrong with that approach, coming from private in- 
dustry. 

Mr. Weisberg. I trust that you will abide by the will of Congress. 
The continuing resolution passed by Congress has specific language 
that prohibits any additional contracting out. 
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Mr. Casilxas. It goes without saying that I always abide by Con- 
gress. - 

Mr. Weisberg. I am happy to hear that there will be no insubor- 
dination. 

Mr. Casilxas. I would never participate in insubordination. 

Mr. Weisberg. At present there are two vacancies in the nation- 
al office and nine vacancies in the regional offices in the Job Corps 
Program. You have .-sponded to us that you are actively recruit- 
ing to fill those slots. 

Can you explain to me why the experienced people who have . 
worked in the Job Corps previously and who have been RIF'd Or ' 
downgraded and who are working in other programs, why they 
haven't bee if put in those positions? It would seem to make sense. 

Mr. Casilxas. I wish somebody would explain the RIF process to 
me and why it is the way it is. 

First of all, I was kind of surprised at the way the U.S. Govern- 
ment does a RIF. 

What we are doing now is actually looking, and we are trying to 
find the best people available to fill those slots. 

Obviously the only answer to that question is that we didn't have 
the right people to put in there. That has got to be the only 
answer. We didn't have the qualified people to put in there. 

Mr. Weisberg. Correct me if I am wrong 

Mr. Casiixas. But we are going to put good people in there. 

Mr. Weisberg. These people are currently working in the ETA, 
and why haven't they been selected? I know that the RIF has 
taken place, but now you have positions that have not been filled 
in the Job Corps Program. 

Mr. Casilxas. You are making an assumption that because they 
are there that they have to be the best people. That is an assump- 
tion. It is not necessarily correct. 

Mr. Weisberg. But it is based on experience.' 

Mr. Casilxas. I am running the show, and I can assure you that I 
am going to put the best people in those slots. 

It doesn't mean because he is there that he is going to get the 
job. That is not the way I work. Those slots are open for obvious : 
reasons because we are looking for the best people to fill them. 
Just because they are there, I am not going to place them. 

Mr. Weisberg. Is experience a factor to be considered? 

Mr. Casilxas. Experience is a factor, it is not the total answer. I 
would never hire somebody for a top slot only because he has expe- 
rience. If he is the best qualified individual, then there are a lot of 
other factor* besides experience. How good is he? Not just because 
he has experience. That is what we are going to do. We are going 
to fill those slots with the best people who can do the best job for . 
the Job Corps. 
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Mr. Spratt. Thank you for your testimony. We have no further 
questions 

Mr. Casillas. Thank you for inviting me, and I will provide all 
the information you requested. 
Mr. Spratt. Thank you very much. 

This concludes the hearing. Thank you all for coming. We thank 
all the witnesses who participated* Thi|nk^#u yen much, 

[Whereupon, at 12:20 pjm. t the suik^raittee^ourned, to recon- 
vene subject to the call of the C&air.J ' 
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Job Corpr «Ftef flnr Level f 



Tfclr a follcwup to py recent conversation vitt. ycti re^anHna 
Jot Corps at* f fine levels. 

Th«» pcrpofe of tMr ce«*oren<3ur If to as* you t« ccn5i<*er 
tllocetinc actional staff repoureef tc Job Corp* for incr-asae* 
ror itorinc of Jot Corps Center contracts and out reach/rcreen I rc 
anc placement cc'itrf-ctr. 

It If evir>"t tret is currently b*-lo* itr FY 84 atv* FY PS 
ateff callino level* Before autborirln* the Mrin* of addition*! 
rtrff againrr erlstinc ceiUnn ciatribuHonr for t*e various r»rc- 
err areas, I bel lave a oocd car* car be re** for e^juetlne the 
allocation of our ceilina pneittone ir favor cf increa*c4 
a on I tor I nq In Job Cor pa. 

As you knov# ve have inrtituter) a *ucb nore stringent overs! ah t 
policy to cor. decent tbe policy or lx*crea«af ccoetltlor for Jot 
Corps contracts. Intensive fol lov-up conducted faoaetirer *itt 
the heir of I>avp Pillier*' staff) on probl <?f*r a ur fared at a 
number of canter* fe.?.# Old Dominion, fTeatonaburc * WoodetocV, 
Ceineavillc, South Frona) indiceter that the lavel of once ire 
ronitorln? and comprehensive center review by the regional 
officer baa rot bran edaooete to Identify ororlests at an early, 
ataoa. This assessment Is coupler ante^ by DIG aodit finding* 
vhich consistently reccjw*end increased e*on itorinc of centtra as 
veil aa outreach/screentho 1 end placer ant contracts. It 
clear fro? all indieetlone that *e are not doinq a fully edecuetc 
Hob of ronitorlno. 

The. natural oveatlon ir vbetber arlfitlno resources have baan pro* 
r*rly prioritised an* allocate to the ronitorine function or 
whether the shortfall is dne to the limitation on overall 
resources, *e have carefcully reviewed this aspect by Ml lookinr 
at the overall level historically eoeJast en assessment of over- 
all workload and (2) conducting a detailed eorrlcH stodv 
identifying discrete functions/tasks, eeeociated wrkloed Tactorr 
and tie»e requirements* 



(155) 




BESTC 



166 



O veraX 1 staffing Levels and Workload 

The history of Job Corp* fteoional and National Off ica staff 
levela is as followst 

OSP 

Staffing tg2£l Centers Slots Contracts 
15 So 



77 
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22,225 


65 
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66 


25,021 


65 
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77 
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33,997 


65 
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65 
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66 
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42,414 


65 
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5? 


106 


40,675 


70 


63 


162 


54 


107 


40,544 


72 


84 


151 


46 


107 


40,544 


74 



It la readily apparent that the staff in? levels and workload 
related figures rove in opposite directions. Since 197?, staff 
reductions of appro* imetely -40% have taken place while the 
number of centers has increased (♦754) as well as slots (+62t) 
and Owteach/Screenim? /Placement contracts (*14%). 

M this point, Job Corps Feci on el Offices have on* and half staff 
per centenr to conoduct procurement a, monitor results, process 
invoices, control property, screen and transport corpewembers, 
administer OSP contracts, complete reports, etc. and type end 
file all of the above. Xn 197?, this figure was 4.1 regional 
staff per renter. Zn addition to the pure staff/center or work- 
load relationships, it is important to realise that substantial 
changes in the nature of the work expected and performed have 
taken place. 

# we hove implemented a policy of full competition versus sole 
source procurement for centers 

- corpetitive procurements represent a much higher work- 
load 

this hss been accompanied by a substantial number of 
protests and lawsuit* (while we've won them all, the 
price has been additional time and effort) 

the procurement process itself has become wore 
sophisticated and elaborate 
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we have* iitcrNifa competition for ou tr each/screen inc« 
placement arid support contract ■ 

we plsn to fully compete all current sol* source con- 
tract* with FESAs when contract option year* empire 
which rill ed* further to en latino workload* 

we have eubstentially reduced C practically eliminated) tech- 
nicel assistance and training support contracts vhich 
supplemented Federal staff resources 

<« 

• support fror other Federal eoorcer it declining fe.c, c*SA* 
has notified ua that due to OftSA* staff reductions they rill 
no loneer be able to conduct safety and health revie*n of 
centers at the present level and that Jon Corns red lo rust 
rick up the slack) 

• we have demanded and have obtained closer financicJ reneae- 
rent 

• we have institute* increase* scrutiny and T!*eneoe<*ent of 
acrlous incidents 

• we heve increased *u*1lt coverage rubrtant tally resulting 
in additional %«kloat? for input to audit resolution 

• we have Underway important and workload intensive national 
initiatives including substantial chanoes in vocational 
offerings, comprehensive revision of sll Jo*> Corns issuances , 
, further refinements of the procurement process, Instituting 

a comprehensive facilities policy, strenothenino center 
reviews, etc* 

These are all leoi titrate workload increases. Efforts have been 
wade to achieve off-settino efficiencies includins decentra- 
lisation of aot*e functions to centers (c.o«, recordkeeping snd 
retention, initial transportation of corp*f*e*her*) and automation 
of routine functions in the regions. These, however , have not 
been sufficient to offset 40+t staff reductions d urine a period 
of substantial increase in workload and cannot, in reality, be 
espected to Compensate. 

Detailed Workload Study 

v# conducted a detailed study of reaionel office workloads and 
Identified 50 discrete functions/tasks, associated workload 
factors and tive retirements* this involved a close eserine- 
tion of each rajor required function in the reo ions (e.q. # 
reviewine elloibilltyi selection and aaaionvent of applicanti to 
specific centers; transportation of enrol lee*? procurement 
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panelling, selection, etc.i contract administration (invoices, 
document approvals, rodif teat ions* r eonltoring visits end onalte 
center reviews* report preparation and submission (both Internal 
•nd asternal, e.g., minority business end banking reports), etc. 

Every effort was made to be thorouoh and avoid •wish list* 
eat Ira tea. the study showed that 20t ataff are needed In the 
reoione to handle current workload reoulrcfents. In any study of 
professional function* there la roo* for variation tn eatlvatctt 
however, the ear let lor cannot be froe 2W to 151. So**e aub- 
stantlal, leolttaete shortfall Is clearly indicate. 

Both errors assessments end detailed anelyals Indicate that 
cvlstln* resources are Ineuf f icient. the ahortfall la evid#ncina 
Itself in the mon 1 tor ino/rev lev area ar Indicated earlier. w> 
don't believe the problee can be fully resolved throw* further 
prioritization. Since Job Corps la a directly rederal operated 
proa raff # there are no Governor or fteyor eanegewent end overaioht 
staff who can be asked to supplement oar efforts. There ere 
certain # de*end* function? which cannot be eaeioned lover 
priorities. Regional offices trust p roc* a a applicants , review 
eliolblllty end ession enrolleea to centers to maintain proper 
capacity utilisation (99.1% in FY S3). Procurements rust be 
conducted in strict rarpllenc* with contrart*,^ | -oceSufer — 
short cuts will result In lost protests a.d turnover of contract 
awards. Close financial peneaenent ~ M *t be eislntairted to fully 
utilise all resources frero DOL • ministered dollars lost on 
September 10, 1983) and avoid r erruns on contracts, ret, an 
Increase in monitoring and one* * review activities is clearly 
needed. 6o*e of the spell regS -n, eo. Boston, Kansas City, 
Denver, end Seattle with e tote) ->f 9 sta , dor*t even have 
enough professional staff to put . ••the; -n onslte review tee* 
even If sleoet all other reolonal or. c* tivity Is closed down 
for the duration of the review, qtrono " ectlon, hlot expec- 
tations , and 6*m*n&* for perfenrance have een rade anr cannot be 
e reel 1st lc solution. 

Before authorltlno the f 11 lino of ax latino ETA vt-e?<cie* eoainst 
current ceiling distributions, we as* that you consider at least 
e temporary (through R 95) reallocation of celling to provide 
additional ataff for Job Corps eonltoring,* An increase of 0.25 
staff per center represents 2? positions and would represent e 
sound investment. All but 3 or 4 of these would be sasloned to 
r eg tonal offices for increased eon I tor inc. This would supplement 
the efforts of regional office project eenaoera who are currently 
assigns* 3-4 centers each {for all center function a) . Pete Rail 
end x would be happy to discuss this subject et your convenience. 
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162 

ry job corps staffing levels 

REGION 111 " PHILADELPHIA 





VAX 

BOY _ 


_py f JWL 


FY* B3 

BOV 


FY'84 

OS KM) 

CEILING BOY 




1 


1 




I 


1 


GS-14 


2 


1 




1 


1 


CS-13 


8 


5 


3 


2 


2 


GS-12 


7 


7 




6 


6 


GS- i 


3 


1 




4 


3 


GS-7-10 


1 


1 




1 


1 




9 


6 




4 


4 


G5-1-4 


0 


_0 




0 


J> 


TOTAL 


31 


22 


23 


19 


18 



er|c 



165 BEST COPY 



16S 

FY 19iJ-8< JOB CORPS STAFFING itVELS 
J^GXOK IV -^ATLANTA 





_FY f 8J_ 


FY' 82 


FY' 83 




FV*84 




0< BOW 
BOY 


OK BQAIO 

JBDY 


Bcyjo 

BOY 


ON BOW® 
CXIUTC BOY 


GS-15 


1 


2 


1 


1 


* !• 


GS-14 


2 


1 


1 


1 


1 


G5-13 


U 


7 


« 


5 


5 


GS-I2 


9 


5 




8 


8 


GS-11 


2 


2 




4 


3 


GS-7-10 


*. 


1 




1 


1 




11 


12 


12 


8 


8 


GS-1-4 


4 


.1 




_2 




TOTAL 


41 


31 


30 


30 


28 



f 



\ 



* 166 

erJcBEST copy 



164 



FY 1981-84 JOB CORPS STAFFING LEVELS 
BEG! OK V - CHICAGO 



GS-1& 
GS-1* 
GS-13 
GS-12 
GS-11 
GS-7-10 
GC-5-6 
GS-1-4 
TOTAL 



BOY 
1 
1 

8 
0 
4 

6 

JD 

26 



FY'82 
OK HMO 
BOY 

1 
1 

5 
0 
3 
3 

_q 

18 



FY' 83 
ON BOARD 
BOY 



FT 84 



otiywG 
1 
i 

3 
2 
3 
3 
2 
0 
15 



Off BOARD 
EPY 

1 

1 

3 

2 

3 

3 

2 

_g 

15 



ERLC 



167 BEST COPY 



- , ' ft k 

*4 " 



rY 1981-84 JOB CORPS STAFFING LEVELS J 







REGION 


VI - DALLAS 








• 

FV81 


FY 1 82 


ry'83 


FY 




• 


ON BOW© 
GOV 


BOY 


ore boot 

BOY 


CXILTNG 


ON BOARD 

GUT 


GS-15 


1 


1 


1 


— ■ — s— 
i. 


1 


GS-14 


1 


2 


1 


1 


1 


GS-13 


8 


7 


2 


** 
t 


2 

*< 


GS-12 




4 


7 


7 


5 


GS-ll 


1 


0 




4 




GS-7-10 ^ 
,GS-5-6 


1 

7 


2 
3 


2 


2 
4 


2 
3 


GS-l-f 


5 


J. 


J, 


0 


_0 


TOTAL 


31 


20 


21 


21 


18 



\ 




168 



FY 1981-84 JOB CORPS STAFFING LEVELS 
i 

REGION VII - KANS AS CITY 



169 





FY' 81 


FY* 82 


FY'83 




•84 




OK BCAKD 
BOY 


OK BOMP 

BOY 


01* BOMO 

BOY 




ON BQfcRD 
BOY 


GS-15 


1 


1 


0 


0 


0 


GS-14 


1 


1 


1 


i 


1 


GS-13 


4 


2 


1 


l 


1 


CS-12 


2 


2 


3 


3 


3 


GS-1J 


0 


0 


1 


0 


0 


GS-7-10 


0 


0 


0 


0 


0 


GS-5-6 


5 


4 


4 


4 


4 


GS-l-4 


J> 


J> 


_0 


J) 


J) 


TOTAL 


13 


. 10 


10 


9 


9 



BEST COPY 



167 

FY 1581,-84 JOB CORPS STAFFING LEVELS 
REGION V*" ' PE * VE * 



GS-15 
GS-14 
GS-U 
CS-12 
GS-11 

CS-7-10 

r 

GS-5-6 
GS-1-4 
TOTAL 



FY* 81 
ON BONO 
flOBT 



12 



FY* f2 
OK BOW© 

acnr 
i 
o 

4 

0 
3 
I 
0 

_0 

9 



rr83 

ON BCftPD 

Bar 
o 
i 

0 
4 

2 
1 
1 

J) 

9 



nr f B4 



gggjgg 
o 



Ofl BOARD 
BOY 

0 

1 

0 

4 

2 

0 

8 



ERIC 



BEST COPY 



170 



168 



FY 1£8I~8.4 JOB CORPS STAFFING LEVELS 



GS-15 
GS-H 
GS-13 
GS-12 
GS- 11 
CS-7-10 

CS-1-4 
TOTAL 



ry'81 

€XC BOM© 

I 

2 

5 

S 

2 

1. 

S 

24 - 



1^82, 
ON BOARD 

BOOT 

• 

1 
1 
4 

3 
3 
1 

5 



5- 

16 



FY' 83 
ON BOARD 
EOT 



1 
1 
3 
2 
4 
1 
2 
_2 

16 



FY* 84 



1 
1 
3 
2 
4 

• 

1 
2 
_3 

16* 



ON BOWS) 

BOY 



9 

ERLC 



in , BES i GOP if 



168 



FY 19B»-6« JOB CORPS STAFFING LEVELS 



o 







REGION 


X - SEATTLE 








* 

PV* fit 

IT w* 


FY*82 


ry'83 


FY '84 






ON BOO© 

ECQT 


OR BOAR) 


EOS 


ON BOOT 

crrunc Kftr 


GS-15 


0 


1 


n 
0 


0 


u 


GS-14 


1 


1 


1 




1 


GS-13 


4 


3 


m 
I 




1 


CS-12 


3 


3 


5 




3 


GS-ll 


0 


0 


3 




2 


GS-7-10 


1 


1 


2 




0 


GS-5-6 


5 


4 


c 

2 




2 


GS-1-4 


JO 


J> 


Jtt 




0 


TOTAL 


14 


13 . 


14 


9 


9 



172 



BEST COPY 



